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INTRODUCTION 
Organizations seeking greater efficiency and effective­
ness are becoming increasingly aware of the need to maximize 
the contributions of available human resources. In many 
respects the 1970s and '80s can be characterized as a "human 
resources era." Greater emphasis on the development of 
employees has resulted from organizational pressures for 
improved productivity as well as increased concern regarding 
the quality of work life. 
Management development is one organizational function 
aimed at enhancing both individual and organizational 
effectiveness. It encompasses the complex process by which 
managers learn, grow and improve their abilities to perform 
professional management tasks. Although thousands of 
management development programs are implemented each year, 
there is little published literature to guide organizations 
in designing effective management development systems. In 
fact, in a recent review of training and development 
literature, Wexley (1984) notes that an intended management 
development section had to be eliminated because so little 
recent research has been conducted on the topic. 
Thus, despite the millions of dollars that are spent on 
management development, most organizations are still seeking 
answers to a very practical question: How do we develop 
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managers? In addition, social and legal pressures to 
advance women to upper levels of management imposes an 
additional challenge: What types of management development 
techniques contribute to the growth of female managers? 
In order to begin exploring these questions, management 
objectives and approaches will be introduced in the 
following sections. In addition, both issues of relevance 
to the development of female managers and special management 
development programs for women will be highlighted. 
Definition and Objectives of Management Development 
Various definitions have been offered for management 
development, including the following: 
The attempt to improve managerial effectiveness 
through a planned and deliberate learning process 
(DeBettignies, 1975, p. 4). 
Any attempt to improve current or future 
managerial performance by imparting information, 
conditioning attitudes or increasing skills (House, 
1967, p. 13). 
The planned experience, guided growth and training 
opportunities provided for those who perform the 
management functions (Burr, 1967, p. 363).' 
The important functions which emerge from these and 
other definitions are: 
1) Management development is, first of all, a learning 
experience. 
2) Management development involves improvement of an 
individual manager's knowledge, skills, or attitudes. 
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3) Management development is systematic and planned, either 
by the individual manager or by the organization. 
4) Management development can be assessed by its 
contribution to both individual and organizational 
effectiveness (Ashton & Easterby-Smith, 1979; Campbell, 
Dunnette, Lawler & Weick, 1970). 
Thus, management development encompasses activities on a 
spectrum which includes both individual level activities 
activities and organizational level programs. It involves 
an integration of individual and organizational goals and 
can be viewed as a subset of both career development and 
organizational development. 
Although management development varies from one 
organization to another, its primary objectives are usually 
similar: 
1) to improve the performance of managers in their present 
jobs. 
2) to prepare managers with recognized potential for 
advancement, thus ensuring that future organizational 
positions will be filled by capable individuals. 
3) to enable individuals to find satisfaction in their work 
and realize their potential (Ashton & Easterby-Smith, 
1979; Burr, 1967; Campbell et al. 1970). 
Historically, management development has been viewed as 
a luxury of profitable companies, a choice left to the good 
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will of top management. However, the development of 
managers, meshed with organizational strategic planning is 
increasingly seen as a prerequisite to long-term organiza­
tional effectiveness (DeBettignies, 1975). 
Organizational growth, changing technology and an 
expanding competitive environment have all created the need 
for more integrated management development (Beckhard, 1985). 
In corporate America, there is ongoing analysis of return on 
investment. Within the realm of managerial talent, this 
means maximizing the productivity of existing managers. The 
systematic development of managers is one of the primary 
ways an organization can ensure a healthy return on the 
investment made in managers. 
Approaches to Management Development 
An array of management development techniques and tools 
have been used. Although the literature on such techniques 
is voluminous, a number of comprehensive reviews have 
concluded that much research remains to be done (Campbell, 
1971; Goldstein, 1980; Wexley, 1984). According to Campbell 
(1971) the literature is "nonempirical, nontheoretical, 
poorly written and dull" (p. 565). Unfortunately, 
Goldstein's later review (1980) also indicated that the vast 
majority of literature in managerial training and develop­
ment was still not based on strong research or theory. 
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Few researchers would dispute that there is no, single 
most effective way for every organization to approach 
management development. However, few if any guidelines 
exist to assist the practitioner in selecting the management 
development approaches that are most likely to be effective 
for particular groups of managers* Critical research gaps 
exist in diagnosing management development needs and 
prescribing appropriate management development techniques. 
Management development approaches can be viewed on a 
continuum. At one extreme are traditional, classroom 
approaches in which the vehicle for learning is very 
different from actual managerial work. At the opposite 
extreme are on-the-job, experiential approaches in which the 
vehicle for learning is the job itself. Table 1 summarizes 
some of the common characteristics of various approaches 
along this continuum. 
Traditional approaches include both information 
presentation and simulation approaches. Information 
presentation approaches, as the name indicates, simply 
involve providing the manager with relevant information. 
The aim is the teaching of facts, concepts or attitudes 
without requiring actual practice (House, 1967). These 
approaches typically take place in off-the-job classroom 
settings and focus on formal, cognitive acquisition of 
knowledge. In most cases the learner is passive. Tools 
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Table 1. Approaches to management development 
Information 
Presentation Simulations Job Experiences 
Methods: 
lectures 
conferences 
reading 
dissimilar to job 
cognitive 
focus on knowledge 
useful for large 
groups of managers 
typically planned 
and systematic 
learning is the 
primary purpose 
learner is passive 
Methods : 
role plays 
case studies 
business games 
similar to job 
cognitive and 
behavioral 
Methods : 
task forces 
assignments 
job rotation 
identical to job 
cognitive, behavioral 
and emotional 
focus on knowledge focus on skills 
and skills 
useful for small individually tailored 
groups of managers 
typically planned 
and systematic 
learning is the 
primary purpose 
learner is 
moderately active 
typically unplanned 
and unsystematic 
learning is a 
secondary purpose 
learner is highly 
self-directed 
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include lectures, observations, reading, video tapes, and 
conferences (Campbell et al,, 1970). 
Simulation methods involve presenting managers with a 
simulated or artificial representation of some aspect of an 
organization or industry and requesting them to act as if it 
were part of their actual job. The objective of these 
approaches is to both present information and provide some 
opportunity for practice. Examples include case studies, 
role plays, and business games (Simmons, 1975; Willis, 
1984). 
Finally, at the experiential extreme are on-the-job 
techniques. Although learning-by-doing is probably the 
oldest type of managerial learning, it has recently been 
revived under the guise of various titles including "action 
learning" (Beck, Cox & Radcliff, 1980; Revans, 1975), 
"events-based learning" (Lean, 1985; Livingston, 1971; 
McCauley, 1986) and "project-based learning" (Morris, 1980). 
The essential element in all of these variously named 
techniques is that managers develop from direct managerial 
experiences. Proponents of this approach believe management 
development is enhanced and accelerated by activities such 
as job rotation, task force participation, project teams, 
and special assignments (Hawrylyshyn, 1975; McCauley, 1986). 
Emphasis is placed on developing managerial competencies and 
"learning-to-learn" skills. When learning from the job, the 
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manager is a very active, self-directed learner. The 
approach also differs from traditional management develop­
ment in that development is typically the secondary purpose 
of these on-the-job activities. 
Related to the on-the-job approach is a recent focus on 
learning from work relationships. Managers are embedded in 
a rich interpersonal network and it is believed that 
Interactions with bosses, peers, mentors, subordinates, and 
sponsors provide opportunities for development (Alleman, 
Cochran, Doverspike & Neuman, 1984; Kram, 1985a, 1985b). 
Relationships are thought to provide both career-
enhancing and psychosocial functions (Kram, 1985a, 1985b; 
Kram & Isabella, 1985). A manager's network can be 
important to development by providing information (Alleman 
et al., 1984), influence (Brass, 1985; Kanter, 1977) and 
support (Collins, 1983; Welch, 1980). 
Management practices are also considered crucial to 
on-the-job learning. This form of management development 
involves more macro level organizational policies and 
practices. Performance appraisal (Hall, 1976; Laud, 1984; 
Stewart & Stewart, 1978), career ladders, and top management 
support (Kreiken, 1975) are all considered organizational 
system factors that support on-the-job as well as off-the-
job managerial learning. 
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To summarize, most of the limited literature on 
management development has focused on formal, off-the-job 
approaches. These techniques are valuable in efficiently 
exposing large groups of managers to new knowledge. 
Unfortunately, until recently there has been little 
empirical attention to the role of job experience, work 
relationships and management practices in management 
development. 
There is a need for theories which explain the processes 
whereby managers learn from their experiences and 
relationships. In addition, research is needed to determine 
which experiences, relationships and management practices 
are most critical so that they can be systematically 
integrated into management development programs. Finally, 
no research exists addressing the differential influence of 
various management development techniques on the development 
and advancement of male and female mangers. 
Women in Management 
In the United States, women now comprise 44% of the 
workforce and are expected to compose at least 47% by the 
year 2000 (Dennis, 1987). Despite the dramatic increases in 
the number of women working, women.are still clustered in 
lower level jobs. Of relevance to this study is the under-
representation of women in management. Kanter (1977) points 
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out that in over half of U.S. companies, women hold 2% or 
less of middle management jobs and none of the top level 
management jobs. A Forbes 1979 survey of 803 chief 
executive officers of the largest U.S. companies did not 
include a single woman. 
During the past two decades most companies have 
experienced increasing pressures to ensure that all members 
of society have an opportunity to pursue desired 
occupational goals without reference to their race, 
religion, or gender. Civil rights legislation has forced 
industry to more closely examine the role of women in 
business and the ramifications of traditional practices for 
female workers. In addition to legal pressures there has 
also been growing realization that it simply makes good 
business sense to fully use the abilities of such a large 
segment of the labor force. 
A great deal of research has been devoted to the 
potential and actual performance of female managers and to 
gender differences in their performance. Most of the 
findings indicate that women can be successful managers 
(Richie & Moses, 1983). In addition, there is little 
evidence of gender differences in motivation and aspiration 
level (Miner, 1974; Rosen, Templeton & Kichline, 1981; 
Kaufman & Fetters, 1980), leadership (Bartol & Wortman, 
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1975; Day & Stogdill, 1972), and achievements (Pheterson, 
Kiesler & Goldberg, 1971). 
However, despite evidence of few, if any, significant 
differences in the behavior of men and women managers, 
barriers both internal and external to women hinder their 
advancement. This invisible barrier to women has been 
termed "the glass ceiling" (Hymowitz & Schellhardt, 1986, p. 
Id). 
Barriers to Women in Management 
The disproportionate numbers of women in management has 
provoked a tremendous amount of research on advancement 
barriers for women (Hay, 1980; O'Leary, 1974; Terborg, 
1977). Most of the research on barriers to women's upward 
mobility falls into two general categories: research on 
person-centered obstacles and environmental obstacles. 
Research on person-centered barriers suggests that 
barriers reside within women themselves. For example, fear 
of success (Horner, 1972), fear of failure (O'Leary, 1974), 
internal conflict between work and family roles (Hall, 
1972), and lack of competitiveness or achievement motivation 
(Hennig & Jardim, 1977) are all internal barriers that have 
been focused on. Although findings have been mixed and 
controversial with regard to internal barriers, low self-
esteem and self-concept do appear to be critical obstacles 
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(Farmer, 1976; Hackett & Betz, 1981). Management develop­
ment strategies that follow from this line of research 
involve improving womens' attitudes, knowledge, skills or 
self-concept. 
An alternative paradigm for explaining why women cluster 
in lower levels of management emphasizes the nature of the 
work environment. "Characteristics of the organizational 
situation, rather than inner traits and skills may shape and 
define womens' behavior on the jobs" (Riger & Galligan, 
1980, p. 904). Some external barriers that have been 
focused on include discrimination in hiring and promotion 
decisions (Dipboye, Fromkin & Wiback, 1975), sexual 
harassment (Davidson & Cooper, 1983), organizational 
structures tailored to traditional family roles (Fitzgerald 
& Shullman, 1984) and stereotyped attitudes about women 
(Hymowitz & Schellhardt, 1986). 
Strategies for removing obstacles suggested by 
situational-centered research involve changing the work 
environment. Examples include minimizing discrimination in 
hiring, promotion and training decisions, negative 
stereotypes about women and sexual harassment. Although 
overt discrimination and outright harassment are now 
illegal, subtle environmental barriers still appear to 
exist. 
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Special management development programs for women have 
focused on eliminating person-centered barriers and coping 
with environmental barriers. 
Special Management Development Programs for Women 
In the 1960s and 70s an array of special seminars, 
workshops and books appeared that were designed specifically 
for women entering and moving up in the workforce. These 
programs tended to focus on the obstacles facing women and 
strategies for women in management. "The underlying 
assumption of most of these programs is that women have 
unique problems which they must deal with when placed in a 
management position and that these issues cannot be 
effectively resolved through traditional organizational 
programs" (White, Crino, & DeSanctis, 1981, p. 237). 
Hennig and Jardim (1977) suggest that there are 
differences in the ways men and women approach their 
careers. They contend that women do not develop the 
strategies and self esteem needed for success in male 
dominated corporations. Larwood, Wood and Inderlied (1978) 
similarly feel that women have special problems due to a 
lack of experience in business-related interpersonal 
processes. Thus, as women initially began to flood into the 
workplace, special emphasis has been given to building 
women's confidence and providing them with an understanding 
of the business culture. 
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However, in the 1980s the popularity of "for women only" 
training programs has begun to decline. Disenchantment with 
programs exclusively for women appears based on the notion 
that treating female managers different from their male 
counterparts further separates them from the corporate 
mainstream (Lee, 1986). Currently the trend is toward 
offering identical management development programs for men 
and women, particularly in later career stages. Lee (1986) 
summarizes this view: 
I believe very strongly that information on the 
business world is unisex. Why separate women out? 
Why not give them equal treatment? However, some 
might need confidence-building seminars. It 
depends on where they are in their careers (p. 30). 
In addition, special programs for both men and women, 
designed to foster work force diversity have become 
increasingly popular. 
To summarize, views on special training and development 
programs for women represent two extremes. At one extreme 
are those who believe that in order for women to be fully 
integrated into corporate life and advance, they need to be 
treated the same as other male managers. At the opposite 
extreme are those who believe that the issues women managers 
face are unique to their gender. 
The moderate position between these extremes emphasizes 
that female managers are both the same and different from 
male managers. Proponents of this perspective suggest that 
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special training is not required for learning management 
skills per se» but to change the orientation of women to 
accept and use these skills, particularly in early career 
stages. In their review of the literature. White et al. 
(1981) recommend that training for women should focus on the 
following areas: 
1) Career awareness education. 
2) Programs designed, to educate women on the 
perceptions, strategies and behavioral skills 
needed in the corporate arena. 
3) Identification and removal of in-place stereo­
typed behaviors that block career paths of 
women. 
4) Strong emphasis on mentoring, coaching, 
leadership development and positive role 
modeling for success through people and 
materials adapted to the female experience (p. 
239). 
Therefore, the issue in the 1980s involves determining 
the effectiveness of mainstream management development 
programs for women managers and tailoring them to fully meet 
the needs of both genders. 
Conclusion 
Despite the extraordinary progress women have made in 
the world of work, it is clear that they have not advanced 
proportionately into upper levels of management. As a 
result, a voluminous amount of literature has been published 
on obstacles to women in management and special management 
development development programs have evolved to assist 
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women in surmounting barriers. Although programs which 
single out women are now seen as passe, management 
development programs which integrate women into the 
organization and prepare them for higher levels of 
management are of key importance. 
Unfortunately, mainstream management development 
literature has numerous research voids with regard to both 
men and women. Research, which for the most part has not 
been empirical or theoretical, has focused nearly entirely 
on traditional classroom approaches. Little attention has 
been given to on-the-job learning, including key job 
experiences, relationships and management practices. 
Additional research is needed on how on-the job learning 
contributes to the development of managers before 
experiential techniques can be implemented with maximum 
effectiveness. 
To summarize, there is a lack of research in two 
important areas: on-the-job management development 
techniques and gender differences in management development. 
Therefore, this study will address these areas by analyzing 
gender differences in experiences contributing to management 
development. 
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LITERATURE REVIEW 
The focus of this research, gender differences in 
experiences contributing to management development requires 
an understanding of a diverse and voluminous amount of 
literature. Because no research exists on the specific 
subject this study will address, relevant literature from a 
number of different topic areas will be drawn from. The 
literature review will be organized in the following manner: 
First, literature on the nature of managerial work will be 
reviewed. The design of job-related management development 
programs as well as assessment of development needs requires 
a thorough analysis of the managerial job. 
Second, the literature on gender differences in 
managerial performance will be examined. The existence of 
significant gender differences among managers could suggest 
areas in which special development efforts should be focused 
for men and women. In effect, this section constitutes an 
assessment of potential unique management development needs 
of women managers. In addition, perceived gender 
differences in performance will be reviewed in order to 
examine biases which may hinder the development of women 
managers. 
Third, historical efforts to design special management 
development programs to meet the needs of women managers 
will be discussed. Attention will be given to the 
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philosophy and assumptions underlying these special programs 
for women. 
Fourth, in order to establish a basis for evaluating 
various approaches to management development, the dimensions 
on which management development can be compared will be 
delineated. Approaches differ in a multitude of ways, 
including methods, learning objectives, incorporation of 
conditions that facilitate learning and empirical data. 
Traditional and on-the-job approaches will be discussed in 
terms of each of these areas. 
In the following sections, literature on traditional 
management development, on-the-job experiences, work 
relationships and management practices will be examined in 
detail. Special emphasis will be given to the contributions 
of each of these approaches to the development of female 
managers. 
The Nature of Managerial Work 
Developing managers implies knowledge of what 
characteristics are important for managerial effectiveness. 
Assumptions about the knowledge, attitudes and skills 
necessary for effective management are made implicitly or 
explicitly in all decisions concerning the selection, 
promotion and development of managers. Thus, systematic 
management development hinges on an understanding of the 
nature of managerial work. In the following sections. 
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literature focused on delineating the important components 
of managers' jobs will be discussed. 
Describing the Managerial Job 
Many jobs are difficult to describe, but managerial work 
has been a particularly vexing challenge. The question 
"What do managers do?" has received a great deal of research 
attention (e.g., Carroll & Gillen, 1987; Campbell et al., 
1970). However, despite the investment in search of the 
qualities of managerial effectiveness, very little has 
emerged that contributes to a theoretical understanding of 
managerial activities, behavior and processes (Burgoyne & 
Stewart, 1978; Sayles, 1964). There is still little 
integration of perspectives on what managers do from which 
to develop systematic management development programs. 
A substantial portion of the confusion appears to be the 
result of terminology that varies from researcher to 
researcher. Ambiguous terms such as "planning" and 
"technical competence" are rarely defined and appear to be 
conceptualized in slightly different ways by different 
researchers. 
The second factor enhancing confusion regarding what 
managers do results from differing perspectives. 
Researchers appear to be examining working managers from 
different angles. Just as one can examine a sculpture from 
top, bottom or sides and see a different image, researchers 
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focus on different dimensions of managerial work. It is not 
surprising that they find different dimensions important to 
the full picture. 
The three primary dimensions that have been focused on 
include managerial 1) processes, 2) behaviors and 3} 
purposes or functions. For example, a manager may 
communicate (process) by talking with his or her subordinate 
(behavior) to coordinate departmental work (function). 
Although the boundaries of these three perspectives 
frequently blur, they are a useful means of categorizing 
research on the nature of managerial work. 
Purposes/Functions of Managerial Work 
For decades, texts of management theory have remained 
loyal to the functions described by Fayol in 1916: 
planning, organizing, commanding, coordinating and 
controlling. Carroll and Gillen (1987) note that of 21 
management text books published between 1983 and 1986, all 
included the Fayol functions. Other researchers have 
expanded and modified these basic functions. For example, 
Mahoney, Jerdee and Carroll (1965) reported that managerial 
work could be classified into eight basic functions which 
they call the "PRINCESS" factors. These factors include 
planning, representing, investigating, negotiating, 
coordinating, evaluating, supervising and staffing. 
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During the last ten years there has been growing 
disillusionment regarding the usefulness of these classic 
functions for characterizing managerial work. However, 
after an extensive review, Carroll and Gillen (1987) 
concluded that managers' activities can be classified under 
the function typology developed by Fayol and classical 
theorists. Unfortunately, moving from managerial functions 
or purposes to skills and knowledge to be developed by 
managers, still requires a substantial inferential leap. 
A large gap exists between conceptual ideas about 
managerial functions and the actual behaviors of effective 
managers. After a five year study of Harvard Business 
School graduates, Hotter (1982) concluded that "the gap is a 
churning moat of uncertainty" (p. 157). Behavior and 
process approaches offer greater specificity with regard to 
what mangers do. 
Managerial Behaviors 
Whitely (1985) identified approaches used to empirically 
examine managerial work. The first of these he labeled 
"behavioral content" approaches. Researchers taking this 
approach examine common behaviors managers engage in as they 
do their jobs. The methods typically employed to 
investigate the behavioral content of managerial jobs are 
questionnaires or checklists. 
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Hemphill's (1959, 1960) dimensional analysis of 
executive position descriptions typifies the behavioral 
approach. He asked 93 executives to complete an Executive 
Position Description Questionnaire and after factor analysis 
delineated 10 clusters of managerial job activities: 
providing a staff service in nonoperational areas; 
supervision of work; internal business controls; technical 
aspects with products and markets; human, community and 
social affairs; long-range planning; exercise of broad power 
and authority; business reputation; personal demands; and 
preservation of assets. 
Behavioral content studies have produced some 
consistency in the behavioral dimensions identified. For 
example, staff service, supervision, internal business 
controls, product/service responsibility, strategy and 
planning and complexity and stress appear to be common 
behavioral dimensions for many managerial jobs (Tornow & 
Pinto, 1976; Hemphill, 1960). 
One problem that results from the behavioral approach is 
that much of managerial work is unobservable. As Carroll 
and Gillen (1987) note, it is difficult to study managerial 
work because much of it is mental; physical activities do 
not indicate exactly what managers are doing. In addition, 
these studies do not measure the mental work and work 
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related behaviors managers commonly engage in both before 
and after normal working hours. 
Managerial Processes 
The second approach for delineating what managers do is 
described by Whitely (1985) as the "process characteristics" 
approach. The process characteristics approach looks at the 
common managerial processes such as mode of communication, 
and mode of contacts. Methods commonly used in process 
studies include diaries, interviews with managers, and 
observation of managers in action. 
A frequently cited study using this approach was done by 
Carlson (1951). In this study, the behavior of 10 
executives was recorded with regard to site of behavior, 
contacts, communication techniques, nature of the issue 
handled and type of action taken. Carlson concluded that 
managers work long hours, spend at least a third of their 
time outside the company, had little time for overseeing 
work and were constantly Interrupted. 
Mlntzberg (1975; 1978) is well known for his 
descriptions of managerial processes in terms of three 
different sets of roles: interpersonal, informational and 
decisional. Within the interpersonal category Mlntzberg 
identified three specific roles. As figureheads, managers 
perform symbolic or ceremonial duties resulting from 
obligations as head of the organizational unit. In the 
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leader role, managers establish the work atmosphere within 
an organization and motivates employees to achieve 
organizational goals. When managers develop and maintain 
network outside of the organization, to obtain favor and 
information, they act as liaisons* 
As a result of interpersonal roles, involving contacts 
inside and outside the organization, managers also develop 
important informational roles. Mintzberg found that of the 
CEOs he studied, 40% of their contact time was devoted to 
transfer of information. In the monitor role, managers act 
as collectors of information relevant to the organization. 
As disseminators, managers transmit information from outside 
to members in the organization, while as spokesmen, managers 
transmit information from inside the organization to 
outsiders. 
Finally, Mintzberg postulates that four decisional roles 
result from the managers combined authority and information. 
Managers adopt the entrepreneurial role when they initiate 
controlled change in their organization to adapt to the 
changing conditions in their environment. They are 
disturbance handlers when forced to deal with unexpected 
changes and, as resource allocators they make decisions 
regarding resource utilization. The final decisional role 
Mintzberg points out is that of negotiator. 
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Mlntzberg's role theory has been criticized for being 
developed solely on the basis of observation. However, 
several researchers have attempted to test Mintzberg's roles 
in actual managerial situations. Lau, Neumann, and 
Broedling (1980) used Mintzberg's framework for developing 
questionnaires which, after completion by 210 government 
managers, were factor analyzed. They found four major 
factors rather than three including: 1) leadership and 
supervision; 2) information gathering and disseminating; 3) 
technical problem solving and 4) executive decision making, 
planning and resource allocation. These appear to closely 
parallel the interpersonal, informational and decisional 
roles postulated by Mintzberg. 
To summarize, investigators taking the process 
characteristics approach have fairly consistently found that 
managers' jobs are characterized by numerous brief 
activities, typically involving decision making, 
transmission of information and communication with a wide 
variety of internal and external contacts (Carlson, 1951; 
Mintzberg, 1975; Shapira & Dunbar, 1983; Stewart, 1967). 
Characteristics of Effective Managers 
As is apparent from the existing research on managerial 
jobs, a universal description of what managers do 
specifically, does not exist. Similarly, it is not possible 
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to narrowly define the qualities that will determine a 
manager's success or effectiveness. 
A number of researchers have pointed out that any theory 
of managerial qualities and performance must be a 
contingency theory, or allow for the fact that qualities 
which determine success will be contingent on the situation 
(Burgoyne & Stewart, 1978; Campbell et al., 1970). Time of 
the year, personal style, hierarchical level and 
organizational area are all areas thought to affect the 
importance of various managerial characteristics (Campbell 
et al., 1970; Pavett & Lau, 1983). It appears that trying 
to analyze a manager's job is something akin to trying to 
hit a moving target. 
In addition to the previously discussed taxonomies 
describing managerial work, a substantial body of literature 
exists on competencies considered necessary for effective 
managers. In this section, literature on broad 
characteristics, including attitudes, skills abilities and 
traits, that appear valuable in managerial work will be 
discussed. 
Motivation to Excel 
A number of researchers have pointed out the importance 
of motivational factors in managerial effectiveness (Ames & 
Heide, 1982; Lean, 1985). Although motivational constructs 
discussed vary in both label and specific meaning, the 
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majority focus on some type of drive to be successful or to 
manage. Sargent (1981) suggests that an "entrepreneurial 
drive," in which there is a concern for unique achievement 
and the improvement of a process, is critical for managers 
to possess. 
Bray, Grant, and Katkovsky (1967) note a substantial 
correlation between achievement motivation and managerial 
salary progress. Similarly, England and Lee (1974) examined 
the relationship between managerial values and managerial 
success. They found that more successful managers value 
high productivity, aggressiveness, profit maximization, 
competition and achievement. Miner (1974) has done 
extensive research on the "motivation to manage." His 
studies indicate that the motivation to manage is predictive 
of movement up the management hierarchy and effective 
managerial performance. 
Power and the Ability to Influence 
The desire and ability to influence people are also 
considered important characteristics of effective managers. 
After reviewing the literature. House and Singh (1987) 
conclude that high leader power motivation is associated 
with managerial success. Interpersonal power, as discussed 
by Ayers-Nachamkin, Cann, Reed, and Home (1982) is the 
ability to influence someone to act or behave in ways that 
the person would not have done spontaneously. Sargent 
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(1981) points out that managers need to have an impact and 
cannot be afraid of using their influence. Position power 
may be used by managers to produce compliance, make 
decisions and initiate action. Tactics often used include 
formation of alliances, exhibition of confidence, taking 
counsel, limited communication and self-dramatization. 
Managers, therefore, require an understanding of 
organizational politics and dynamics in order to access 
formal and informal channels of influence and information. 
In addition, some studies have indicated that managers' need 
to influence people needs to be greater than their need to 
be liked by people (Cornelius & Lane, 1984). 
Leadership Skills 
Related to power and supervision are the ambiguous 
skills related to leadership. Stogdill (1974) defines 
leadership as "the process of influencing the activities of 
an organized group in its efforts toward goal setting and 
goal activities" (p. 10). Managers require the ability and 
skill to motivate and direct other people. As Ames and 
Heide (1982) note, they must also be psychologically 
prepared to accept the leadership role, which carries with 
it tremendous responsibility. 
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Analytical/Problem Solving Skills 
Managers must continually analyze problems and 
opportunities and make decisions. They must use whatever 
information is available to develop broad, practical plans. 
Conceptual ability is needed to see thematic consistencies 
in diverse information. In addition, creativity and 
insightfulness are necessary in order to take advantage of 
opportunities and existing resources. Finally, managers 
must be decisive and able to take risks in situations of 
extreme ambiguity and pressure. 
A number of studies provide evidence supporting the 
importance and pervasiveness of problem solving and decision 
making in managerial work. Allen (1981) surveyed 932 
managers and found that managers reported numerous planning 
and controlling activities. The results indicated that 80% 
of managers were involved in formal planning activities 
including development of forecasts and budgets. In 
addition, 70% were involved in maintaining written 
objectives and goals and 60% engaged in monitoring and 
correcting performance standards. 
Stagner (1969) found that the amount of time executives 
spent in organizational planning was related to the firm's 
profitability. Carroll and Gillen (1987) report evidence 
that the importance of planning increases as managers 
progress from first to top levels of management. Similarly, 
30 
i 
Katz (1974) found that conceptual skills became increasingly 
important for top levels of management. 
The AT & T assessment center studies (Bray, Campbell & 
Grant, 1974) also provide.support for the importance of 
planning and decision making. They found that skill in this 
area was one of the strongest predictors of managerial 
success. Finally, Boyatzis (1982) similarly found that 
competence in goal setting and planning was associated with 
managerial effectiveness. 
Technical and Organizational Knowledge 
A key factor in the performance of managers appears to 
be their knowledge base with regard to their technical 
field, the organization, as well as the environment (Ames & 
Heide, 1982; Lean, 1985; Sargent, 1981). Kotter (1982) 
pointed out that the knowledge base of managers influences 
the amount of work they are able to accomplish within a 
given time. Managers are thought to be more efficient with 
a greater knowledge base because they are better able to 
make inferences from limited information. 
Carroll and Gillen (1987) suggest that knowledge of the 
customer, knowledge of the organization's culture and 
technology and knowledge of the economic and political 
conditions are all critical. They believe that much of 
informal management development is directed at increasing 
knowledge of a specialized field; management policies. 
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practices and techniques; the company plan, culture, key 
members; the industry and its technology; and the 
organization's key customers/clients and suppliers. 
Interpersonal Skills 
The ability to get along with people is clearly a 
critical management skill. Effective management frequently 
requires interactions with subordinates, superiors, and 
lateral contacts within the organization. In addition, 
managers must deal with many contacts outside the 
organization. As both Lean (1985) and Mintzberg (1975) 
note, managers need a tremendous array of people skills in 
order to communicate, negotiate, resolve conflicts, 
motivate, evaluate, and coach. In addition, managers need 
to be effective with groups, to facilitate collaboration and 
a sense of team spirit. "Managers must be able to operate 
through people, rather than as self sufficient 
individualists" (Morris, 1980, p. 211). 
Kotter's work (1982) supports the importance of 
interpersonal skills. In his in-depth study of several 
managers in several different industries, he found that a 
tremendous amount of time was spent in interacting with 
others both inside their unit and outside their unit or 
organization. Kotter calls this "network building" and 
believes it is used for gathering information and 
implementing the manager's plans. He suggests that the 
32 
quality of a manager's network contributes to his or her 
ability to perform effectively* 
Personal Characteristics 
Several personality characteristics or traits have been 
related to managerial effectiveness. Although little 
empirical research exists to document the importance of 
particular personality traits, it has frequently been 
suggested that certain characteristics are important for 
carrying out the previously described work. 
Stamina, high energy and the ability to deal with stress 
and hardships have frequently been noted as important 
managerial characteristics (Lean, 1985; Morris, 1980; 
Sargent, 1981). Self-confidence and emotional maturity also 
appear to be important characteristics. Sargent (1981) 
defines emotional maturity in terms of balancing self-
control and perceptual objectivity with responsiveness to 
the feelings of oneself and others. 
Learning-to-Learn Skills 
Carroll and Gillen (1987) note that organizations and 
their environments are in a continuai state of change. As a 
result, learning becomes a daily, on-the-job process. 
Pedler and Boydell (1980) note that managerial work is 
characterized by several factors that make the ability to 
adapt essential: 
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-the complexity and variability of manager's work 
-the fact that managers exist to deal with unprogrammed 
as opposed to programmed problems 
-the need for managers to move and work across 
technical, cultural and functional boundaries. 
Beck et al. (1980) point out that "metaskills" or 
learning-to-learn skills are critical for managers in order 
to effectively cope with a rapidly changing world. 
"Managers need to be sensitive to their own learning and 
development processes ... so that every experience becomes 
a learning experience" (Lean, 1985, p. 63). 
Summary 
To summarize, although it is impossible to specify which 
skills will be critical to managerial effectiveness for a 
specific position, several characteristics have been noted 
repeatedly in the literature as important for most managers. 
These include motivation to succeed, ability to wield power 
and influence people, leadership skills, the ability to 
analyze and solve problems, knowledge of a technical field, 
the organization and environment, interpersonal skills, 
personal resilience and learning-to-learn skills. It 
appears that management development programs which focus on 
development in these areas will be job-related and provide 
the greatest opportunity for improved managerial 
effectiveness. 
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Measures of Managerial Effectiveness 
If the objective of management development is to improve 
managerial effectiveness, we must have some way of measuring 
effectiveness. This could involve examining the development 
and performance of managers in their present jobs, managers' 
readiness for advancement or the degree to which a manager's 
full potential is realized. 
Campbell et al. (1970) defines managerial effectiveness 
in an even broader sense: "we define a manager's 
effectiveness according to his [or her] impact on the 
organization's continued functioning through optimal 
acquisition and utilization of internal and external 
resources (human, financial and material)" (p. 125). 
They consider this a "conceptual criterion" for 
managerial effectiveness and believe focus should be placed 
on what the individual manager does to affect this 
conceptual criterion. Thus a great deal of inference is 
involved in judging which observable events are relevant to 
the conceptual criterion. 
Two primary methods have been used to measure managerial 
effectiveness. First, the most direct measure of a 
manager's performance is performance appraisal. This 
measure will be relevant to the conceptual criterion to the 
extent that it is job-related, and neither deficient in 
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relevant dimensions, or contaminated by irrelevant 
dimensions. 
A variety of approaches to managerial performance 
appraisal have been used, from assessment centers, to rating 
scales. These approaches have, in some cases focused on 
very specific dimensions and in others, on very global 
factors related to effectiveness in the present job. 
Sources of evaluation data may include self evaluation by 
the manager, or evaluation by supervisor, subordinates, or 
peers. 
Second, salary, promotions and organizational level have 
been used as more indirect global measures of managerial 
effectiveness. Campbell et al. (1970) suggests that these 
constitute a pooled estimate of many supervisors evaluations 
over time. The assumption is that those at higher salary 
levels or organizational levels must be more effective 
managers. Obviously these measures may be contaminated by a 
number of factors. Promotions, for example, are influenced 
by a variety of organizational factors including organiza­
tional policies, decision maker biases, and number of 
available candidates (Vardi, 1980). 
In later sections, the criteria that have been used for 
evaluating the effectiveness of training and development 
will also be discussed. It is important to note that 
measures of managerial effectiveness and measures of 
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management development effectiveness are related but have 
not been synonymous in most research. 
Gender Differences in Characteristics 
Related to Managerial Work 
The issue of gender differences and similarities in male 
and female managers is a loaded one. Perceptions of gender 
differences appear to have had a major impact, both in the 
work setting and on scientific study. 
In the early 1970s researchers tended to believe that 
differences between male and female workers were common. 
For example, in 1974 Matteson, McMahon, and McMahon wrote: 
"It has become a truism that male and female employees 
differ in their attitudes toward various aspects of their 
work" (p. 1333). 
By the late 1970s and early 1980s this perspective 
seemed to shift, at least among researchers, to the belief 
that male and female employees were more similar than 
different: "The trend is toward a decrease in the perceived 
differences that exist between males and females in terms of 
attitudes, values, traits, behaviors, abilities and 
motivation" (Brenner & Tomkiewicz, 1979, p. 741). 
The critical question is: "Do women managers in fact, 
differ from their male counterparts?" This question is 
important with regard to this study because the strategy of 
developing special programs for women, including management 
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development programs, is based on the assumption that gender 
differences exist. Furthermore, it is assumed, that women 
are generally in the disadvantaged position. 
Recommendations for special programs for women may be 
commendable and essential to the promotion of women if true 
differences do exist. However, as Bruning and Snyder (1983) 
note: 
in the absence of sex differences, the conduct of 
special programs for women may actually facilitate 
sexism or lead to perceived sex differences where 
none had existed. That is, management practices 
based on assumed differences between men and women 
may actually help to create such differences 
through self fulfilling prophecy or may magnify 
differences that otherwise would not have had 
serious detrimental consequences (p. 485). 
Similarly, Chacko (1982) conducted a study which found 
support for the potentially harmful effects of preferential 
treatment. He found that women who perceived that they were 
selected because of their sex, had less organizational 
commitment, less satisfaction with their work, with 
supervision, with coworkers and experienced more role 
conflict and role ambiguity than women who felt that sex was 
not an important factor in their selection. Heilman, Simon, 
and Pepper (1987) also concluded that sex-based preferential 
treatment is likely to have adverse consequences when 
individuals have doubts about their competence to perform a 
job effectively. 
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A great deal of research has been devoted to the 
examination of gender differences and perceived gender 
differences in managerial performance. In the first section 
to follow, studies investigating how men and women compare 
on various characteristics considered important to 
management will be examined. Second, investigations of 
differences in the perceptions of the performance of male 
and female managers will be outlined. 
Gender Differences in Managerial Performance 
Motivational Factors 
It has been suggested that fewer women are in upper 
levels of management because women are less motivated than 
men. Motivational factors that have been examined include 
motivation to manage, aspirations to manage and achievement 
motivation. 
Miner (1974; 1977) found no consistent sex differences 
in motivation to manage among samples of department store 
supervisors, public school administrators, and first level 
automobile manufacturing managers. However, studies in 
which the subjects are high school or college students, 
rather than practicing managers, often indicate gender 
differences in motivation to manage. 
Fottler and Bain (1980) found that a low percentage of 
high school women aspire to managerial careers. Similarly, 
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Bartol, Andersonr and Schneier (1981) found significant 
differences between men and women college business students 
in motivation to manage. However, discriminant function 
analyses indicated that females were different from men 
primarily in terms of a lesser drive to engage in 
competitive games. Barnett and Tagluri (1973) also found 
that female students were much less likely to consider 
managerial careers. 
It is also commonly believed that women have lower 
motivation to achieve than men, starting in childhood. 
However, after extensive review of the literature, Jacklin 
and Maccoby (1975) conclude that there is no evidence to 
support the contention of gender differences in achievement 
interests. Rosen et al. (1981) found that although men were 
motivated more by achievement, women were motivated to a 
greater extent by challenge. Chusmir (1985) investigated 
need for achievement among 124 working managers using the 
Thematic Apperception Test. This study indicated that women 
managers had a significantly higher need for achievement 
than managerial men. 
Donnell and Hall (1980) examined differences between 
male and female managers' motivation using the Work 
Motivation Inventory, a measure of personal needs system. 
They found that women reported lower basic needs and higher 
needs for self actualization. Compared with males, female 
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managers were also more concerned with opportunities f o r  
growth, autonomy, and challenge. They were less concerned 
with work environment, pay and strain avoidance. Donnell 
and Hall also found that females did not have a greater need 
to belong than males. They interpret these findings as 
evidence that women's motivation profiles are more achieving 
than those of their male counterparts. 
After studying 208 accountants, Kaufman and Fetters 
(1980) found no significant differences in any of the 
components of work motivation measured. There were no 
significant differences with regard to which job rewards or 
job characteristics men and women valued or the extent to 
which they desired them. 
Women have also frequently been assumed to have 
differing reactions to advancement opportunities once they 
become managers. Rynes and Rosen (1983) however, found no 
differences in male and female attitudes toward career 
advancement opportunities or in ideas about the size of 
salary increments necessary to induce acceptance of 
promotion opportunities. 
Thus, it appears from the research with practicing 
managers, that there is little evidence of gender 
differences in motivation to manage. Unfortunately, male 
students do consistently indicate stronger aspirations to 
become a manager. With regard to achievement motivation, it 
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cannot be concluded that women are less interested in 
achieving than men. However, job challenge does appear to 
be more important to women managers. From the limited 
research, no clear differences appear to exist in reactions 
to job reward or promotion opportunities. 
Power and Influence 
As Molm (1985) notes, empirical research on gender 
differences in use of power is virtually nonexistent. In 
addition, field studies of women managers may be somewhat 
biased by the fact that most women who overcame many 
obstacles to reach their positions, are likely to have had a 
strong need for and ability to exert power. Studies that do 
exist, indicate that women may actually have a stronger need 
for power than men and do not differ from men in use of 
power. 
Chusmir (1985) investigated need for power using the 
Thematic Apperception Test and found that women had a higher 
need for power than managerial men. In a later study, 
Chusmir (1986) examined gender differences in two types of 
power measured by the TAT: 1) socialized power, which 
focuses on plans, self doubts, mixed outcomes, concerns for 
others, is more nurturant, less selfish and more socially 
desirable and, 2) personalized power, which involves 
expressions of power for the sake of personal 
aggrandizement. Although Chusmir's definitions were not 
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very clear, he found that women had significantly higher 
socialized power needs than men, but were similar to men in 
need for personalized power and in overall need for power. 
In a 1987 review of the literature, House and Singh 
concluded that females respond to power arousing stimuli in 
a manner similar to males. Similarly, in a lab study, 
Molton (1985 as cited in House & Singh, 1987) found that 
gender had almost no independent effects on mean power use 
or mean evaluations of the powerful person's personality 
characteristics, competence, or power. Molton concludes 
that women can use power as effectively as men. 
Leadership Skills 
Lack of leadership skills has also been cited as a 
explanation for women's lower numbers in higher management 
levels. However, after a review of the literature Marshall 
(1984) concluded that women are very similar to men in terms 
of leadership. 
Wexley and Hunt (1974) examined similarities and 
differences in behavior patterns and skills of male and 
female leaders under four conditions: males supervising 
males or females and females supervising males or females. 
They found no significant differences between the perform­
ance of male and female leaders in both human relations and 
administrative technical skills. 
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Chapman (1975) found no significant differences between 
male and female leadership style as measured by the least 
preferred coworker instrument. The study results indicated 
that women did not differ from men in either need to foster 
good interpersonal relationships or in task orientation. 
Similarly, Day and Stogdill (1972) found no significant 
differences in subordinate descriptions of male and female 
leaders. They conclude that the leadership behavior 
patterns exhibited by male and female supervisors are 
perceived to be similar in effectiveness. 
Brown (1979) reviewed 32 female leadership studies and 
found that most studies done with students supported 
commonly held beliefs that women's leadership style is less 
effective. However, studies done with actual managers did 
not support the stereotype that women cannot be effective 
leaders. 
Therefore, the studies examined provide no strong 
evidence to support the contention that women are less 
effective leaders than men or that they differ significantly 
in the leadership style exhibited. Bartol (1978) concludes 
that "in most cases there are either no differences or 
relatively minor differences between male and female leaders 
in leadership style, whether the leaders are being described 
by themselves or by their subordinates" (p. 815). 
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Analytical Abilities and Problem Solving Skills 
Very few studies exist on potential gender differences 
in problem analysis and solution, decision making or risk 
taking. However, some have argued that females are superior 
to males in tasks that call for simple, overlearned 
repetitive tasks while males excel in complex behavior 
requiring problem solving or delay. Jacklin and Maccoby 
(1975) after reviewing the literature, found absolutely no 
evidence to support the theory that men and women use 
different problem solving strategies. Both genders, they 
suggest, shift toward higher levels of problem solving 
strategies from childhood to adulthood but do so at the same 
rate and with equal success. 
Muldrow and Bayton (1979) looked at gender differences 
among 400 executives on an array of decision task variables 
related to decision accuracy: decision accuracy, decision 
latency (amount of time elapsed before decision was made), 
decision flexibility (number of adverse consequences that 
would have caused a change in the decision), amount of 
information used, items per minute (ratio of amount of 
information used to decision accuracy), item importance and 
decision confidence (degree of confidence in correctness of 
decision). They found no significant gender differences on 
any of the decision making variables. Muldrow and Bayton 
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found that women did however, tend to be more conservative 
risk takers, but this did not effect decision accuracy. 
Creativity has also been thought to be Important to 
successful problem solving because creative managers are 
better able to spot options and create new directions for 
the organization. Chusmir and Koberg (1986) investigated 
gender differences in creativity among managers. They found 
no differences in the overall creativity of men and women. 
However, they did found that men's and women's patterns of 
creativity were slightly different. 
In summary, there is little evidence to support the 
existence of gender differences in ability to analyze and 
solve organizational problems. However, in these studies 
cited, the information received by males and females, as 
well as power, were experimentally held constant. If women 
in real organizational settings have less access to 
information or power to carry out problem solutions, gender 
differences in problem solving would be expected. For 
example, Chusmir and Koberg's study of creativity 
differences (1986) indicated that women were more likely to 
be creative at upper levels in the hierarchy and men at 
lower levels. They suggest that women may believe they have 
to prove their competence before they can take the risk of 
being creative in their jobs. 
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Work Attitudes and Commitment 
Male and female employees have been thought to differ in 
terms of their job orientation, attitudes and commitment. 
However, the research reviewed indicates that gender 
differences in work attitudes that do exist diminish as job 
experience is gained. 
Gomez-Mejia (1983) looked at attitudes toward 
responsibility, autonomy, ability utilization, accomplish­
ments, challenge, working conditions, company policies, 
company reputation, human relations, compensation and job 
security. She found that when men and women were subject to 
the same occupational experiences, they tend to converge on 
work-related attitudes. Gender differences in attitudes 
declined as a function of occupational tenure. 
Matteson et al. (1974) found that gender differences in 
attitudes were associated more with status as a household 
head than with subjects' gender. Brief and Oliver (1976) 
also found no significant differences between men and women 
in job attitudes. Brenner and Tomkiewicz (1979) found that 
differences in the importance males and females placed on 
various job characteristics still exist, but to a lesser 
degree than a decade ago. 
Brunlng and Snyder (1983) studied gender as a predictor 
of organizational commitment for 583 employees of social 
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service agencies. They found that gender was not a critical 
determinant of organizational commitment. 
Thus, the literature suggests that some gender 
differences in work attitudes may exist. However, these 
appear to lose their potency as gender similarities in 
experience and tenure increase. 
Interpersonal Skills 
"Interpersonal skills" is a broad construct that can be 
thought to encompass communication style, verbal and 
nonverbal behaviors, supervisory skills and interaction 
patterns. Although Jacklin and Maccoby (1975) concluded 
that there are very few differences between the genders in 
social relations skills, relatively few studies of gender 
differences among managers have been conducted in these 
areas. The results of studies that have been done yield 
some interesting and potentially important gender 
differences. 
Birdsall (1980) looked at gender differences in 
communication styles with subordinates in staff meetings 
through direct observation of communication styles. These 
results indicated that male and female managers demonstrated 
a similar communication style in staff meetings. 
Donnell and Hall (1980) found that male and female 
managers employed participative practices in a similar 
fashion and obtained similar results from their 
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subordinates. They also found no overall differences in 
subordinate motivation. However, they did find that 
subordinates of females reported soliciting less feedback 
from their managers than did subordinates of male managers. 
Donnell and Hall conclude that overall, subordinates 
reported that their managers interpersonal practices did not 
differ according to gender. Tsui and Gutek (1984) also 
found that subordinates did not differ on their affective 
reactions or liking for male and female managers. 
Thus it appears that female managers do not show 
patterns of interactions with their subordinates that differ 
significantly from male managers. 
Interdepartmental contacts were examined by Rosen, 
Jerdee, and Kichline (1981). They examined the frequency 
with which new managers interact across departmental 
boundaries. Their findings indicated that the patterns of 
interactions outside the organization and across 
departmental boundaries were nearly identical for male and 
female managers. 
An area in which male/female interpersonal differences 
do appear to exist is in interactions with superiors and 
peers. Deaux (1979) found that male managers reported 
better relationships with their supervisors than female 
managers. Similarly, Rosen et al. (1981) found that female 
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managers reported significantly fewer interactions with 
their supervisors than male mangers. 
In a rather interesting study, Steckler and Rosenthal 
(1985) examined the nonverbal and verbal behavior of male 
and female MBA candidates as they spoke on the phone to 
their superiors or peers. They found a significant 
interaction between gender of speaker and status of the 
person spoken to. Female voices were rated as sounding more 
competent when they were speaking to their superiors, 
whereas males' voices were rated as more competent when they 
were speaking to their peers. Zammuto, London, and Rowland 
(1979) also reported that male subordinates reporting to 
male superiors were more likely to withdraw and less likely 
to confront than males reporting to females or females 
reporting to females. 
Renwick (1977) found no support for the popular belief 
that women will be less assertive than men in dealing with 
conflicts that occur on the job, particularly with their 
superiors. The impact of employee's gender on management of 
superior-subordinate conflict was examined by having male 
and female managers describe how they dealt with differences 
and disagreements involving their immediate superior. The 
results indicate no significant gender differences in 
assertiveness'in dealing with conflicts or in cooperative 
behavior. 
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Donnell and Hall (1980) administered the Personnel 
Relations Survey to 442 pairs of managers and examined 
gender differences in use of exposure and feedback with 
supervisors, colleagues and subordinates. They found that 
women were lower in willingness than men, to share relevant 
data with their colleagues. Donnell and Hall concluded that 
female managers do not use the exposure process as much as 
males. Tsui and Gutek (1984) did find however, that in 
terms of affect, female managers were liked as well as male 
managers by both superiors and peers. 
To summarize, the literature does not provide evidence 
of gender differences in managers' interactions with 
subordinates. However, some unusual differences between 
male and female managers were noted with regard to superior 
and peer interactions. Specifically, women rate their 
relationships with their superiors less positively than men, 
and interact less frequently with their superiors. In 
addition, women do not appear to interact with their peers 
in information sharing ways as much as male managers. 
Predictors of Advancement 
It has been pointed out that there is a lack of research 
on predictors of women managers' success because of the 
relatively few women in management and because of the long 
lead time needed for advancing. Moses and Boehm (1975) 
however, assessed organization, planning, decision making. 
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and leadership for 4846 women. They found that earlier 
predictions were related to subsequent management level in 
similar ways for men and women. Their conclusions, 
therefore, were that assessment center methods were equally 
valid for selection of men and women. 
In a later study, Richie and Moses (1983) looked at the 
relationship between assessment center predictors and career 
progress for 1097 women after a seven year period. They 
found that the life experiences, interests and skills needed 
to be a successful manager were not sex related. "The 
current study reinforces the principle that successful women 
managers are quite similar to their male peers and that 
their management potential is predictable using the same 
techniques" (p. 231). 
Self-Confidence/Self-Efficacy Expectations 
With regard to gender differences in self concept or 
self-esteem, research findings appear to be mixed. Some 
argue that females express a lower positive image of 
themselves than do males (O'Leary, 1974). After a major 
review of existing literature, Maccoby and Jacklin (1974) 
note that it is a well established finding that women are 
more likely than men to express low self-confidence in 
achievement situations. McCarty (1986) also found that 
females' level of self-confidence was significantly lower 
than men's, given identical cues about their performance. 
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Similarly, Lenney (1977) reviewed the literature on self-
confidence in achievement settings and found that women were 
lower than men in self-evaluations of ability and completed 
performance. 
Deaux (1979) studied first level managers and found that 
males evaluated their own performance more favorably than 
women and also rated themselves as having more ability and 
greater intelligence. Deaux suggests that women could be 
held back by their own inability to take credit for their 
successes. 
In contrast to these findings. Brief, Van Sell, and 
Aldag (1979) found no differences between males and females 
in self-esteem. Similarly, in the same review previously 
cited, Maccoby and Jacklin (1974) reviewed 39 studies 
comparing the self-esteem of males and females and found no 
sex differences reported in 24 studies, males with more 
positive image in 6 studies and females with more positive 
image in 9 studies. 
Hackett and Betz (1981) provide evidence that women are 
lower in self-efticacy expectations in relation to career-
related behaviors and suggest that this is one reason women 
do not reach their potential. Hackett and Campbell (1987) 
replicated their study using both gender neutral and gender-
linked tasks (such as math). When the task was gender 
neutral, they found no differences between men and women in 
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self-efficacy expectations. They suggest that gender 
differences in self-efficacy expectations are most likely to 
occur in occupations where gender role stereotyping is 
greatest: "The more nontraditional the occupation or career 
domain is for the woman^ the more likely that gender 
differences in occupational self-efficacy will occur" 
(Hackett & Campbell, 1987, p. 213). 
Thus, results with regard to women's self-confidence and 
self-esteem, as they pertain to the managerial role are 
ambiguous. Research indicates few gender differences in 
self-esteem, but potentially substantial differences in 
self-confidence, and self-efficacy expectations in areas 
such as achievement, and in male-dominated domains such as 
management. 
Summary 
It has been suggested that women have not progressed 
into upper levels of management because they differ from men 
on important managerial characteristics. However, after 
reviewing the substantial amount of literature that has 
accumulated over the last decade, the lack of significant 
gender differences is striking. Women do not appear to 
significantly differ from men in terms of motivational 
factors, need for or ability to use power, leadership 
skills, problem solving skills, work attitudes, or 
advancement predictors. Women do however, appear to differ • 
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from men in access to power. Women also appear to be 
disadvantaged by lower self-confidence and self-efficacy 
expectations in occupations that are sex-typed such as 
management. An additional area in which gender differences 
may substantially impact women's progress is interpersonal 
relations. Specifically, women seem to have different 
relationships with supervisors and peers than do men. 
Perceived Gender Differences in Managerial Performance 
The studies discussed in the previous sections indicated 
that for the most part, men and women both possess the 
characteristics required for effective management. However, 
despite convincing evidence of women's potential to be 
managers, the perception that female managers are less 
effective than male managers is still potent. 
Perceived differences appear to result from sex role 
stereotyping, "the belief that a set of traits and abilities 
is more likely to be found among one sex than the other" 
(Schein, 1978, p. 259). Specifically, males are assumed to 
possess such traits as assertiveness, ambition, self-
confidence, decisiveness and dominance. In contrast, the 
corresponding stereotype for females includes such 
characteristics as submissiveness, concern with others, 
dependence, emotionality and passivity (Williams & Best, 
1982). 
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The existence of such stereotypes is supported by a 
large body of research evidence (e.g., Broverman, Vogel, 
Broverman, Clarkson, & Rosenkrantz, 1972; Deaux & Lewis, 
1986). However, as the literature reviewed in the previous 
section indicates, stereotypes regarding female managers are 
only partly true at best. In the following sections 
literature on sex-role stereotypes related to managerial 
work and their impact on the development of women managers 
will be reviewed. 
The Male Managerial Model 
Two important factors that appear to significantly 
impact women's attainment of upper level positions in 
management are traditional attitudes toward the managerial 
role, and the female role stereotype. First, Kanter (1977) 
notes that inherent in the concept of management is a 
"masculine ethic." Even in the 1980s, the ideal manager is 
perceived in masculine terms. 
Schein (1973) believes that certain occupations become 
"sex-typed": 
Occupations can be described as sex-typed when a 
large majority of those in them are of one sex and 
when there is an associated normative expectation 
that this is how it should be (p. 95). 
Because the managerial occupation has been dominated by men, 
it has come to be seen as a position requiring 
characteristics thought to be more common of men than women. 
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"In other words, for both male and female, to think manager 
is to think male," (Schein, 1978, p. 262). 
Second, women are expected to exhibit certain 
traditional female behaviors in order to be perceived as 
feminine. The traditional female sex role stereotype 
includes characteristics such as passive, caring and 
emotional. Thus, in order to be perceived as successful 
managers, as well as women, women must behave within a 
narrow band of acceptable behaviors. Only certain 
characteristics traditionally accepted as "masculine" and, 
therefore, managerial as well as some characteristics 
traditionally thought of as "feminine" are permitted. 
Morrison, White, and Van Velsor (1987) depict these expec­
tations as paired up hoops which women must pass through in 
order to be successful (see Figure 1). 
The hoops held out for women in or aspiring to 
executive jobs are often paired up, requiring 
seemingly contradictory types of behavior at the 
same time. The trick is to pass through only the 
o v e r l a p p i n g  p o r t i o n  o f  e a c h  p a i r  o f  h o o p s  . . . .  
The unacceptable area comprises the extremes that 
would make an executive woman too much like a 
traditional nonprofessional woman, or too much like 
women trying too hard to be like men (Morrison et 
al., 1987, p. 20). 
Thus, these stereotypes about what managers should be 
like and what women should be like, may have serious 
implications for women's development and promotion. 
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Traditional 
Masculine 
Behavior 
Traditional 
Feminine 
Behavior 
Acceptable Behavior for Executive Women 
Figure 1. Acceptable behavior for executive women 
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Research on Managerial Sex-Role Stereotypes 
Studies have indicated repeatedly that the 
characteristics associated with successful managers are more 
congruent with the traits attributed to men than women. As 
is evident from the research to be presented, few changes 
have resulted in perceptions of women managers during the 
last 15 years. 
Bass, Krussell, and Alexander (1971) conducted one of 
the early studies on sex-role stereotypes and managerial 
work. They administered a questionnaire to 174 male 
managers and staff personnel on perceptions of women's 
employability. Their results indicate that male managers' 
perceptions of women were least favorable on three 
dimensions: a) a woman cannot supervise men; b) women 
employees are less dependable than male employees and c) 
women should display deference toward men. 
These early, troublesome findings were followed up by 
classic studies by Schein (1973; 1975). Schein focused on 
how perceived gender differences could influence 
expectations regarding women's competence in managerial 
roles. In her initial study (1973), subjects were 300 males 
in an insurance industry. Subjects rated either women in 
general or men in general on 92 descriptive terms and found 
that successful managers were perceived as having 
characteristics, temperaments and attitudes more often 
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ascribed to men than women. Examples include emotionally 
stable, aggressive, leadership ability, self-reliant, 
vigorous, desires responsibility, objective, well-informed 
and direct. Schein did find a smaller number of managerial 
characteristics more often ascribed to women than men. 
These included employee-centered, understanding, helpful, 
and intuitive. In a later study (1975), Schein replicated 
these findings with a sample of 167 female employees. 
Studies such as these increased researchers awareness of 
the implications of sex role stereotypes and led to numerous 
follow-up studies, nearly all of which replicated Schein's 
findings. Rosen and Jerdee (1974) investigated the 
influence of sex-role stereotypes on evaluations of 
candidates for managerial positions using 235 undergraduate 
business students as subjects. They found that sex role 
stereotypes had a significant impact on selection decisions. 
Male applicants were accepted more than female applicants 
and discrimination increased when the position was described 
as more challenging. 
Rosen and Jerdee (1978) also report the results of a 
more extensive survey of 884 male managers from a variety of 
jobs, organizations and industries, on managerially relevant 
perceived sex differences. They found that females were 
rated lower on a) aptitudes, skills and knowledge; 
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b) motivation and job interest; c) temperament; and d) work 
habits and attitudes. 
A number of researchers have hypothesized that 
managerial sex role stereotypes may diminish over time. 
Massengill and DiMarco (1978) replicated Schein's studies 
(1973; 1975) to determine if attitudes had become less 
stereotyped over time. However, they nearly exactly 
replicated Schein's results. Similarly, Powell and 
Butterfield (1979) found few changes in perception of the 
"good manager" profile. 
After numerous replications of Schein's findings, 
researchers attempted to extend and explain these results. 
Powell and Butterfield (1984) examined the perceived 
characteristics of both bad managers and good managers. 
They hypothesized that if good managers are seen as 
possessing mostly masculine traits then bad managers could 
be viewed as predominantly feminine in characteristics. 
Encouragingly, they found that the bad manager was not 
described in feminine terms, but as low in femininity and 
masculinity. 
Arkkelin and Simmons (1985) also investigated the 
possibility that when subjects are asked to describe 
managers they characterize them in masculine terms, because 
the profession is dominated by men. They instead asked 
subjects how desirable they thought individuals described to 
them in masculine or feminine terms would be as managers. 
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They found that feminine traits were rated as significantly 
less desirable than masculine or androgynous traits. 
Finally, Dubno (1985) examined positive and negative 
attitudes toward women executives over an eight year period 
to see if changes had occurred. The results indicate that 
between 1975 and 1983 male MBA students retained 
consistently negative attitudes toward women as managers and 
that females were consistently positive. This difference 
between males and females was significant and did not show 
change over the eight year period. 
To summarize, it is clear, that the perception that 
women do not "fit" the managerial role stereotype as well as 
men, poses a tremendous barrier to women's career progress. 
In addition to blatant discrimination in their selection for 
managerial jobs, these stereotypes also appear to have 
effects on women's development in managerial positions. 
Effects of Sex Role Stereotypes on the Development of Women 
Managers 
Obviously, sex role stereotypes can and do have negative 
effects on initial perceptions of women's suitability for 
managerial positions. Terborg and Ilgen (1975) refer to 
this as "access discrimination." In most organizations, 
there has been heightened awareness of, as well as attention 
to, minimizing bias in selection. These changes have 
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resultedr for the most part, from legal pressures to provide 
equal opportunities for women as well as minorities. 
An additional effect of stereotypes, and of importance 
to this study is "treatment discrimination" (Terborg & 
Ilgen, 1975). Women's ongoing development and promotion 
once selected for managerial positions can also be affected 
by stereotypes and subtle biases. In the later sections on 
approaches to management development, the implications of 
sex role stereotypes for women's development will be 
highlighted. 
One important area of management development for women 
in which the perception of gender differences appears to 
have had a substantial influence is in the design of "for 
women only" development programs. The perception that women 
are different from men, and less likely to possess the 
necessary management characteristics led to the 
establishment of "special" management development programs 
for women. The basic assumption of most of these types of 
programs was that separate training for women was/is needed 
in order to overcome their deficiencies. These assumptions 
will be further explored in the following section on special 
management development programs for women. 
Summary 
Despite evidence that women have or can develop the 
characteristics necessary to be effective managers, sex role 
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stereotypes propagate the perception that women do not "have 
what it takes" to be good managers. Studies# even in the 
1980s, indicate that characteristics associated with 
successful managers are more congruent with traits 
attributed to men than to women. 
The perception of gender differences may have a 
substantial impact on how women are developed and promoted 
once selected for managerial positions. This is suggested 
by the proliferation of special management development 
courses for women. In addition, perceptions of gender 
differences may have their most subtle yet critical impact 
on informal development that occurs through on-the-job 
experiences, work relationships and management practices. 
Special Management Development Programs for Women 
As noted in earlier sections, during the 1970s literally 
hundreds of special management development and training 
programs for women were initiated. These early development 
tactics ranged from books such as Games Mother Never Taught 
You (Harrigan, 1977), which filled women in on the secrets 
of corporate politics, to extensive, in-house skills 
training programs for new women managers (Fort & Codisco, 
1981; Larwood et al., 1978). 
The special management development programs that exist 
today, like their forerunners, are designed to further the 
careers of women managers specifically. However, the 
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assumptions on which these programs are based are rarely 
made explicit. As Ames and Heide (1982) note, for 
practitioners responsible for the development of managerial 
talent, the options are confusing: Are women managers 
really different? Do aspiring women managers need to be 
trained differently than the aspiring male manager? Should 
management development focus on the differences between male 
and female managers, or the similarities? 
The literature on management development provides 
practitioners with few answers to these perplexing 
questions. Because of the lack of empirical evidence on 
which to base decisions regarding the development of female 
managers, it is particularly critical to understand the 
assumptions underlying various development strategies. In 
the following sections the evolution of assumptions 
surrounding special management development programs for 
women will be traced, and empirical evaluations reviewed. 
Women are Different: Remedial Management Development 
Early programs established for women only were 
frequently designed for the purpose of narrowing the male-
female gap in managerial skills (Gomez-Mejia & Balkin, 
1980). These programs were remedial in that their focus was 
on compensating for women's lower levels of experience, less 
formal education and fewer opportunities for training. 
Specifically, management skills such as leadership, inter­
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personal skills, career development skills and supervision 
were areas in which women were thought to lack the requisite 
managerial characteristics (Hay, 1980; Heinen, McGlauchlin, 
Legeros, & Freeman, 1975). Methods used to develop women's 
basic managerial skills were typically classroom approaches 
which focused on the content of management. 
The overriding and commendable purpose of these programs 
was to build women's competencies and move them from lower 
level administrative assistant types of positions into 
mainstream management. Harley and Koff (1980) point out 
that most of these types of programs were reactive attempts 
to meet women's needs. It is likely that these programs did 
fill a very real void at a time when many women lacked 
formal management education equivalent to that of their male 
peers. 
Unfortunately, the "deficiency approaches" based on the 
assumption that women lack the necessary skills for 
management, have played a role in propagating the notion 
that women are less suited than men for managerial 
positions. In addition, for some women special, separate 
training has been viewed as a punitive measure that focuses 
on women, rather than an organizational problem. 
It seems likely, that young women and men entering 
management positions in the 1980s will have experienced few 
differences in their formal managerial education. The 
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number o f  women obtaining degrees in management has 
increased dramatically in recent years. In 1979, the 
American Assembly of Collegiate Schools of Business noted 
that 34% of graduating seniors were female and 23% of those 
granted MBAs were women. In 1971, these figures were 
substantially lower, at 10% and 4% respectively (Ames & 
Heide, 1982). In addition, to similar management education, 
the empirical studies reviewed in the previous section 
revealed few, if any, dramatic differences in the 
characteristics of male and female managers. 
Thus, management development programs which treat women 
differently, in attempt to remedy real or perceived 
deficiencies, may indeed have been essential as women moved 
into managerial ranks for the first time. However, it 
appears that 20 years later, segregating women into special 
management development programs may have harmful 
consequences by perpetuating the myth that women are 
ill-equipped to become managers. 
Women are Different; Management Development to Deal 
with Issues Unique to Women Managers 
A lack of apparent gender differences in managerial 
skills could be interpreted as suggesting that no special 
efforts are necessary for the development of women managers. 
However, a second type of management development for women 
has focused on issues, problems and concerns that are 
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purportedly unique to female managers (Larwood et al., 
1978). Special programs of this nature have often dealt 
with understanding corporate politics, reconciling role 
conflicts, providing support and role models, and enhancing 
self confidence. 
Because women were thought to be unfamiliar with the 
business culture and unwritten codes for ascending the 
corporate ladder, many workshops appeared on corporate 
"gamesmanship." Similarly, seminars were often held in 
which women were taught communication skills for overcoming 
discrimination and enhancing their acceptance in the 
male-dominated managerial arena. Assertiveness courses 
were, and continue to be, popular for women. Women, also 
thought to be less competent in developing career 
strategies, were assisted in developing long and short range 
career plans. 
An important focus in many of these types of workshops 
was the reconciliation of women's perceptions of themselves 
as women and themselves as managers. Attempts were made to 
dispel sex role related myths about women's limitations and 
appropriate behaviors and enhance awareness of women's 
potential (Bolton & Humphreys, 1977). 
As described previously, the "male managerial model" 
left women confused regarding role behavior. An additional 
component of segregated management development was the 
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provision of peer role models. In the absence of older, 
experienced women managers, special management development 
programs provided an Important support and modeling function 
for women striking out in roles held primarily by men. 
Baron (1979) notes that separate training for women is less 
for the content of the training than for the opportunity for 
women to interact with similar others, to share triumphs and 
fears without fear of competition or scorn. 
A pervasive underlying purpose of management development 
focusing on issues unique to women, was the alteration of 
women's attitudes about themselves. Emphasis was placed on 
building women's self-confidence, and establishing their 
identities as both women and competent managers (Hay, 1980; 
Helnen et al. 1975). 
Women are not Different; Management Development 
Transcends Gender Differences 
In recent years there has been a substantial decrease in 
special training and development programs for women only. 
For example, the Seminar Information Service in New York 
City, which publishes a national guide to nearly 4000 
business and technical seminars, listed only half as many 
special management development programs for women in 1982 as 
they had in 1981 (Lee, 1986). 
4 
The apparent disenchantment with what Lee (1986) refers 
to as "(f111-ln-the-blank) for Women" workshops appears to 
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be the result of a growing belief that differential 
treatment of women prevents them from blending in. In 
addition, because of the substantial increases in sheer 
numbers of professional working women, women combining the 
roles of women and worker have become more the rule than the 
exception. There also appears to be an expanding 
realization that the dimensions focused on in women's 
management development programs are relevant to management 
development in general. 
As Bolton and Humphreys (1977) note, greater attention 
is being directed toward correcting individual managerial 
deficiencies and opening management development to all 
managers, rather than tailoring programs to deficiencies 
thought to collectively apply to only one gender. A survey 
conducted by Alpander and Guttman (1976) in which few 
differences between the managerial training needs of male 
and female managers, support the validity of this approach. 
Therefore, the thrust of programs which are based on the 
assumption that management development should transcend 
gender, is on developing female managers in ways identical 
to male managers. Focus is placed more on the expansion of 
women's potential rather than just on remedy of deficiencies 
(Harley & Koff, 1980). The underlying assumption is that in 
order for women to progress, they need to be integrated into 
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the mainstream of management, and learn to work as team 
players with both male and female peers. 
Women are not Different: Management Development to 
Foster Work Force Diversity 
Lee (1986) notes that among some progressive companies 
there has been an increase in special management development 
programs focused on enhancing awareness of work force 
diversity. For example, companies such as Kodak, and 
Honeywell have offered programs on "Managing Work Force 
Diversity." 
The purpose of these seminars appears to be the 
fostering of working relationships between men, women and 
other minorities, the acknowledgment of differences, and the 
development of solutions to problems that result from a 
heterogeneous work force. Emphasis is placed on changing 
attitudes and perceptions, learning new behaviors, and 
proactively mitigating career blocks based on superficial 
managerial differences. 
Empirical Evaluation of Special Management 
Development for Women 
A review of the literature on special management 
development programs for women reveals virtually no 
rigorous, empirical evaluation of their effectiveness. In a 
comprehensive review. White et al. (1981) cite empirical 
71 
evidence to support the utility of specific techniques for 
developing women, such as role playing, transactional 
analysis, and assertiveness training. Other researchers 
have reported increased self-awareness and self-confidence 
as a result of participating in special management 
development programs (Heinen et al., 1975). 
Empirical studies of special management development for 
women, if they exist, rarely use behavioral measures to 
examine change. In addition, such programs are rarely 
conducted for the purpose of experimental research. As a 
result it is impossible to untangle changes brought about by 
the program content from those resulting from interactions 
with other participants. 
As a whole, management development consultants and 
theorists appear to be divided on the effectiveness of "for 
women only" development programs. It appears that often 
programs are judged to be effective, if they are designed to 
meet the researchers assumptions about whether women should 
be treated the same or different from male managers. 
Finally, even anecdotal accounts regarding the 
effectiveness of management development for women only focus 
on formal classroom training. No literature appears to 
exist on the effectiveness of on-the-job management 
development approaches for women. Similarly, in the trend 
toward treating women "just like men," potential gender 
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differences in the effectiveness of general management 
development approaches appears to have been overlooked by 
researchers. 
Summary 
It is clear, from reviewing the literature, that 
decisions to create special management development programs 
for women are based primarily on practitioners assumptions 
about women rather than on existing research. These special 
programs for women appear to have evolved from the 
perspective that women are deficient in managerial skills 
and, therefore, require ancillary education. Other 
approaches have focused on addressing the unique issues of 
women managers as they enter unfamiliar, male-dominated 
territory. Gradually, there has also been a shift in recent 
years toward integrating women into mainstream management 
development and implementing programs to enhance relations 
among members of the diverse work force. 
As a whole, the trend toward integrating the development 
of male and female managers appears to be a healthy movement 
away from discrimination. However, subtle discrimination 
suggests that differential management development is still a 
topic that is important and far from a dead issue. For 
example, Bolton and Humphreys (1977) note that women are 
less likely than men to be involved in informal on-the-job 
training. Similarly, Lee (1986) points out that women are 
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less likely to have access to the management development 
that results from informal social activities and work 
alliances. 
In a 1982 survey of female members of a professional 
organization, Ames and Heide found that women still felt 
left out of key groups, were unfamiliar with the "rules of 
the game," lacked role models and mentors and were more 
often asked to do assisting chores than challenging, 
visible, professional activities* 
Thus, although progress has been made in developing 
women managers, special management development programs, 
which further segregate women managers from mainstream 
management, do not appear to be the ideal solution. A 
tremendous void exists with regard to the effects of 
management development approaches for women in general. 
Little is known about potential differential effectiveness 
of traditional management development for women. In 
addition, informal management development via on-the-job 
experiences, work relationships and management practices 
appears to be a critical area for exploration. 
Dimensions of Management Development 
How can the managerial effectiveness of both men and 
women be improved? How can managers be provided with 
opportunities that lead to growth in their present positions 
as well as best prepare them for promotions? These 
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questions have perplexed both researchers and practitioners 
for decades. Descriptions of various development methods 
and superficial accounts of how one can make management 
development "score for the organization" (Scholl & Brownell, 
1983) abound. 
Unfortunately few attempts have been made to develop a 
conceptual framework within which to analyze and understand 
the process of management development. Without any 
integrating theories, it is not surprising that in the area 
of management development practices, there is confusion 
regarding the best ways to develop managers in general. In 
addition, this lack of conceptual base has resulted in a 
rather fragmented body of empirical research on the 
effectiveness of management development activities. 
In an effort to develop a conceptual understanding of 
management development the various dimensions of management 
development activities will be discussed in the following 
sections. However, the words of Huczinski (1983) are 
emphasized: "It is impossible to imprison these lively 
methods within a fixed classification" (p. 392). Learning 
is a complex process that is still not well understood. 
Management Development Approaches 
As noted earlier, management development is defined as a 
planned learning experience designed to improve a manager's 
knowledge, attitudes or skills. Variations in development 
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methods can be examined in terms of their approach, or the 
vehicle used to facilitate learning. As discussed in the 
Introductory section, most management development activities 
can be classified as traditional information presentation, 
simulations, or on-the-job experiences. Although these 
approaches obviously share the goal of facilitating 
managerial growth, they appear to differ in a number of 
ways. Some of the most striking differences include 
learning objectives, and incorporation of the conditions 
considered Important for learning and transfer. 
Management Development Content 
Methods can also be examined in terms of their content. 
In earlier sections it was suggested that motivation to 
excel, power and Influence, leadership, analytical/problem 
solving skills, technical and organizational knowledge. 
Interpersonal skills, emotional resilience and learnlng-to-
learn skills are characteristics that are Important 
contributors to effectiveness in most managerial positions. 
Therefore, in order to be job-related, management develop­
ment should focus on deficiencies or growth of individual 
managers in these eight content areas. No literature 
appears to exist suggesting areas in which the greatest 
deficiencies exist in the managerial population. 
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Management Development Learning Objectives 
Management development methods vary in terms of their 
learning objectives. Theorists have proposed several 
different taxonomies of learning objectives. However, three 
objectives that are repeatedly discussed include improvement 
of knowledge, attitudes or skills (Bloom, Engelhardt, Furst, 
Hill, & Krathwohl, 1956; Campbell, 1971; Gagne, 1984). 
Hawrylyshyn (1975) provides a concise description of these 
objectives; 
Knowledge consists of retained observations, facts 
and interrelationships and the ability to 
manipulate the various elements. It is rooted in 
our intellect. Attitudes are our predispositions 
to act and react in predictable ways. They are 
often emotionally rooted. Skills are the ability 
to do things,to use knowledge, to mobilize 
resources in order to carry out certain activities 
and to accomplish certain tasks (p. 175). 
Thus, improving knowledge involves cognitive processes, 
changing attitudes involves affective processes and building 
skills involves behavioral processes. It is clear that 
knowledge, skill and attitudes are interrelated and 
influence each other. Also, nearly all of the important 
managerial characteristics require a combination of 
knowledge, skill and attitude. 
Attainment of learning objectives in each of these areas 
is often implicitly or explicitly believed to require 
different training methods. Goldstein (1986) notes that 
needs assessment should provide a set of learning 
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objectives. For example, a manager with difficulties 
communicating with subordinates, learning objectives may 
include improving skills in the content area of human 
relations. Supposedly, the most appropriate vehicle and 
method for learning can then be selected on the basis of its 
compatibility with the learning objectives (Goldstein, 1986; 
Hawrylyshyn, 1975). 
There has been a belief in management training 
circles, that if one specifies the learning 
objectives to be achieved, this should somehow lead 
one magically to the selection of the appropriate 
method (Huczinski, 1983, p. 7). 
Unfortunately, it is at this point our present 
understanding breaks down. Campbell (1971) notes that 
instructional designers have not yet arrived at a stage 
where it is known precisely, what types of learning methods 
produce particular learning outcomes. However, it is 
believed by many, that knowledge is acquired through 
informational processes, attitudes through experiential, 
affective processes and skills through practice. 
Because of our present lack of understanding, the 
selection of management development methods is rarely made 
on the basis of an explicit rationale. In addition, 
managerial processes are complex and, therefore, improving 
them requires changes spanning knowledge, attitudes and 
skills. 
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Conditions which Facilitate Learning and Transfer 
Management development methods are based on theories of 
how people learn. They can be thought of as a combination 
or synthesis of learning principles or conditions. 
Unfortunately, we do not know a great deal about the 
mechanisms of adult learning (Zemke & Zemke, 1981). 
Furthermore, what we do know is often derived from lab 
experiments rather than field studies. Goldstein (1986) 
also points out that learning theory is not a theory of 
instruction: "a theory of instruction is a guide to what to 
do in order to achieve certain objectives. Unfortunately 
. . . there is very little literature to guide us in this 
subtle enterprise" (p. 65). 
Although vast gaps in our understanding of adult 
learning exist, experimental learning research and the 
experience of adult educators suggests several conditions 
that facilitate learning and its transfer to the job 
setting. Management development methods vary in terms of 
the degree to which they incorporate these learning 
conditions. 
Wexley and Latham (1981) point out that performance is a 
function of ability and motivation. Thus, factors which 
enhance the managerial learner's motivation are critical to 
the success of management development. In addition, 
learning must be transferred to the job setting if it is to 
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lead bo effective future performance. A simplistic model is 
depicted below. 
(transfer) 
Ability x Motivation = Performance > Performance 
in the in the 
Learning Job 
Setting Setting 
In the following section, conditions influencing 
managers' motivation to learn and the likelihood of learning 
transfer to future job performance. Ability is assumed to 
be a stable characteristic, not influenced by management 
development. 
Conditions which Enhance Motivation 
In order for a management development activity to be 
effective, a manager must want to learn (Campbell et al., 
1970). Muchinsky (1987) defines motivation as a force 
within a person that energizes, directs and maintains 
behavior. The literature suggests that participant 
involvement, meaningful material, reinforcement, knowledge 
of results, expectancy of desired outcomes and challenging 
goals enhance motivation. 
First, a number of researchers have pointed out the 
importance of active participant involvement in learning 
activities. Adults in particular, prefer self-directed, 
self-designed learning (Zemke & Zemke, 1981). 
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Second, the material to be learned must be meaningful to 
the participating managers if they are to be motivated to 
want to learn it (Cross, 1981). Material that is meaningful 
enhances learning because it is rich in associations for 
participants (Wexley & Latham, 1981). Adult learning 
theorists also stress that learning activities for adults 
must focus on integrating existing knowledge and experience 
with new learning. 
In addition, participants must believe that the learning 
activities will meet important needs and have direct 
application to their world (Goldstein, 1986). Zemke and 
Zemke (1981) suggest that adults are motivated to seek out 
learning in order to cope with life events. Learning is 
viewed as a means to an end and not just an end in itself. 
Thus, development experiences must focus on application. 
Third, basic reinforcement theory concepts suggest that 
responses made by a manager in the learning situation that 
are rewarded, will tend to be repeated (Campbell et al. 
1970). The importance of incorporating reinforcement for 
learning new knowledge, attitudes and skills into the 
learning situation has been stressed repeatedly (Goldstein, 
1986). 
Fourth, knowledge of results or feedback is thought to 
be a condition that enhances developing managers motivation 
to learn. Campbell et al. (1970) suggests that feedback 
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increases motivation by making the task more intrinsically 
interesting and rewarding. In addition to its motivational 
effects, knowledge of results also allows the learner to 
correct mistakes. Wexley and Latham suggest that feedback 
will be most effective if it is provided as soon as possible 
after performance. Goldstein (1986) further suggests that 
as the learner becomes more proficient, feedback should 
become increasingly specific. 
Fifth, concepts from expectancy theory have also been 
loosely applied to motivation in a management development 
situation. According to this view, motivation will be 
enhanced, if it is believed that a particular learning 
activity will lead to important outcomes such as pay 
increases or promotions (Goldstein, 1986; Noe, 1986; Wexley 
& Latham, 1981). For example, Dachler (1974 as cited in 
Goldstein, 1986) suggested that female managers view their 
opportunities from an expectancy standpoint. They do not 
believe that development activities will lead to advances as 
they do for men. 
Sixth, goal setting has consistently been found to 
influence motivation and performance. Specifically, 
individuals will perform better if they are given relatively 
specific, difficult goals, than if given easy or no goals 
(Wexley & Latham, 1981). With regard to management 
development, this implies that manager's learning goals 
should be specific and challenging. 
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Conditions which Enhance Transfer to the Job Setting 
Transfer of the knowledge, attitudes and skills learned 
in management development activities to the managers job 
performance in its natural setting is paramount. Wexley and 
Latham (1981) define positive transfer as the extent to 
which "learning in the training situation results in better 
performance on the job" (p. 74). 
Casey (1980) makes the further distinction between two 
types of transfer problems. The first of these involves the 
transfer of work learned in a course, a cognitive activity, 
to actions, a whole person activity. The second type 
involves transfer of learning from experience to experience 
or from whole person activity to whole person activity via 
cognitive interpolation. If no transfer occurs, management 
development is of no value to the organization and may even 
be detrimental in terms of wasted time and money. 
Again, literature on transfer with regards to management 
development specifically is lacking. However, experimental 
literature suggests a number of factors that may maximize 
retention and transfer of learning. 
First, maximizing the similarity of the learning 
situation and the job situation has been stressed by a 
number of researchers (Campbell et al., 1970; Ellis, 1965; 
Goldstein, 1986; Wexley & Latham, 1981). Goldstein refers 
to this as the "theory of identical elements." If the 
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stimuli and responses in a learning situation have the same 
characteristics as the job situation, positive transfer 
should be high. 
Second, the provision of adequate practice has also been 
noted as important for enhancing transfer. The manager must 
have the opportunity to practice learned knowledge, 
attitudes or skills, both in the learning situation and in 
their job setting. Again, as was noted in discussion of 
motivational factors, practice and involvement should be 
active rather than passive (Wexley & Latham, 1981). 
Third, the manager should understand the general 
principles underlying the learning activity (Wexley & 
Latham, 1981). Ellis (1965) also suggests that participants 
must gain insight into the principles embedded in the 
learning activity if they are to generalize these principles 
to other situations. 
Fourth, the person involved in the learning activity 
should understand its important distinguishing features so 
that similar tasks can be distinguished on the job (Wexley & 
Latham, 1981). In addition, while learning a particular 
response, a variety of stimulus examples should be provided 
so that the manager is able to generalize their learning to 
a broader range of situations (Ellis, 1965). 
Fifth, the manager should understand how learning 
applies to their job specifically. As noted earlier 
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managers will be more motivated to learn material if they 
understand how it applies to their personal job situation. 
Similarly, they will be more likely to demonstrate what they 
have learned on the job if they understand how it can be 
applied. 
Sixth, just as reinforcement motivates the manager to 
perform in the learning situation, reinforcement of newly 
acquired knowledge, attitudes and skills must also be 
provided in the job setting. The work climate, co-workers, 
supervisors and resources must all support the manager's new 
learning and respond favorably toward development if 
behaviors are to be repeated on the job (Goldstein, 1986). 
Thus, when selecting management development methods, it 
is important to determine the degree to which certain 
learning conditions are incorporated into the method. The 
factors which enhance motivation and transfer are summarized 
in Table 2. 
Practical Considerations 
In addition to approach, learning objectives and 
learning conditions, it is important to consider other 
factors which effect the utility of a particular management 
development method. Campbell et al. (1970) refer to these 
as "modifiers." 
Some of the factors which should be examined included 
the amount of time required for the manager to learn new 
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Table 2. Conditions which facilitate learning and transfer 
Motivation to Learn: 
Active participant involvement 
Meaningful material that has direct application for 
coping with life events 
Provision of reinforcement 
Provision of knowledge of results 
Expectation that learning will lead to desired outcomes 
Specific, challenging goals 
Transfer to the Job Setting 
Similarity of the learning situation to the job 
situation 
Provision of the opportunitity to actively practice in 
the learning situation and the job 
Insight into the principles underlying the learning 
activity 
Understanding of the distinguishing features of a task 
Understanding of how what is learned can be applied to 
the manager's job 
Reinforcing, supportive work climate 
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knowledge, attitudes or skills, the amount of time the 
manager will bç away from his or her job, and the expense 
required for replacement personnel, travel, tuition, living 
expenses, materials, instructors and equipment. In 
addition, the degree to which a method can be tailored to 
meet an individual manager's unique development needs and 
learning style must be considered, along with the number of 
managers who require learning in a particular job. Finally, 
the costs of errors in performance on-the-job must also be 
analyzed. 
Empirical Studies of the Effectiveness of 
Management Development 
Selection of a management development method should 
entail examination of the existing empirical literature on 
its effectiveness. Unfortunately the literature available 
is severely limited in many respects. For some method, a 
substantial body of literature exists, while for others no 
evaluative evidence has been reported. In addition, a large 
proportion of the existing literature is "low utility, 
anecdotal presentations" (Burke & Day, 1986). The 
inadequacy of research in the area of management development 
has been repeatedly criticized (Campbell 1971; Carroll, 
Paine, & Ivanevich, 1972). 
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Difficulties in Empirical Study of Management Development 
Effectiveness 
What are some of the reasons for the lack of clear 
empirical studies on management development? First, 
management development programs are generally not undertaken 
because of scientific interest. Empirical investigation is 
typically a secondary or even non-existent consideration. 
Second, most management development programs involve 
multiple methods. Thus, untangling the effects of 
individual methods in a situation that rarely incorporates 
principles of experimental design, is nearly impossible. 
Third, evaluative studies rarely account for potentially 
great variation in method effectiveness which many result 
from vast differences in instructor skill. Similarly, a 
fourth factor is the rarely considered potential for 
interactions between content and learning method. This, 
makes it difficult to determine which learning methods are 
most effective for developing knowledge, attitudes or skills 
within specific content areas. 
Fourth, of particular interest in this study, are 
possible variations in the effectiveness of different 
methods for particular groups of employees. In this study, 
differences related to gender will be examined. However, 
differences in factors such as hierarchical level, age. 
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career stage, ability level and learning style may also 
moderate the effectiveness of a particular position. 
Finally, multiple criteria are used in the evaluation of 
training and development effectiveness. These criteria, 
which measure different facets of learning activities, make 
it difficult to compare the effectiveness of different 
methods. 
Criteria used in Evaluation of Training and Development 
The criteria most often used and cited in evaluation of 
training and development efforts are those delineated by 
Kirkpatrick (1967). Each of these four criteria categories 
measures a different aspect of the development method's 
effectiveness. 
Reaction criteria focus on how much participants liked a 
learning activity. As Wexley and Latham (1981) note, 
favorable reactions to an activity do not guarantee that 
learning has taken place. However, participant reactions 
are important because positive reactions help ensure 
organizational support and enhance participants motivation. 
Reactions are usually measured using questionnaires or 
interviews. 
Learning criteria assess the knowledge and skills that 
were learned during the learning activity. Usually paper 
and pencil tests or performance tests are used immediately 
following the learning activity to measure learning. 
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Behavioral criteria involve actual job performance of 
the manager. These measures are particularly critical for 
assessing whether what was learned was transferred to 
behavior in the work setting. Behavior may be measured 
using questionnaires, direct observation or performance 
appraisal instruments. 
Results criteria refer to the cost-related organiza­
tional outcomes of the development activity. Results that 
have been measured include turnover, production, and 
grievances. Promotions might also be considered a criterion 
focusing on results. As Muchinsky (1987) notes, these types 
of measures indicate the ultimate value of the program to 
the organization. These measures are much more indirectly 
related to the activities of a single manager than 
behavioral measures. One related problem is that these 
criteria may be influenced by factors other than the 
learning activity. 
Rizzo (1967) notes that criterion data can also be 
collected from a number of different sources. These include 
managers themselves, supervisors, subordinates, co-workers, 
company records or people outside the company. 
To summarize, determination of the effectiveness of 
management development methods on the basis of empirical 
studies that have been conducted is hampered by a number of 
factors. Among the most salient are the absence of any 
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research on some methods, the lack o f  experimental research 
designs, the use of multiple techniques within a study, 
potential content-method interactions, little attention to 
variations due to instructor skill or manager 
characteristics, and use of multiple criteria. 
Summary 
The question of how to improve the effectiveness of 
management development, both in general and for women 
specifically, requires consideration of a number of 
different dimensions of management development. Methods 
vary in approach, content and learning objectives. These 
dimensions are depicted in Figure 2. 
Methods must also be analyzed with respect to their 
incorporation of conditions which are believed to facilitate 
learning, particularly motivation to learn and transfer to 
the job setting. The utility of a method in terms of time 
and expense must also be considered. Finally, the available 
empirical literature on the effectiveness of specific 
methods must be critically examined with regard to research 
limitations and the criteria used. 
In the following sections approaches to management 
development will be discussed in terms of these dimensions. 
In addition, and of critical importance to this study, 
empirical and theoretical literature regarding potential 
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differential effectiveness of management development 
approaches for women will be emphasized. 
Approaches to Management Development: Traditional 
Information presentation methods and simulations have 
been used for decades in facilitating managerial growth. In 
fact, because presentations of information and simulations 
are so commonly used, they are often considered synonymous 
with management development. However, these approaches are 
only two of the possible ways managers learn. In the 
following sections, these traditional approaches will be 
described in terms of typical learning objectives, commonly 
used methods, incorporation of conditions of learning, 
empirical study, and potential gender differences. 
Information Presentation Approaches 
Campbell et al. (1970) define these techniques as 
"devices which have as their aim, the teaching of facts, 
concepts, attitudes or skills, without requiring simulation 
or actual practice on the job itself" (p. 235). As the 
label indicates, the vehicle for learning simply involves 
presenting the manager with information relevant to his or 
her growth needs. The explicit or implicit learning 
objective is to improve knowledge or attitudes and thereby 
indirectly enhance performance on the job. The method can 
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be adapted to any of the eight areas important to 
management, and focuses on cognitive processes. 
Information Presentation Methods 
Films, reading, tapes, lectures, conferences and 
discussions are all methods that involve presentation of 
information without practice. 
Lectures. Lectures, courses or seminars are the most 
commonly used information presentation method. They may 
last for two hours or, in the case of a college course, they 
may take months to complete. In the lecture, "experts" 
present information verbally to participants. Teaching aids 
such as flip charts, and overhead projectors may be used to 
facilitate teaching (Tosi, 1967). The content may vary from 
human relations to technical information and may be very 
broad, or very specific. 
Lectures in the form of seminars or classes, may take 
place either in classrooms at the work site, at academic 
Institutions, or at professional conferences (Burr, 1967). 
In a survey reported by Bolt (1985), the most popular format 
for management development were sessions at trade 
association meetings, college shortcourses, and in-house 
seminars. 
Discussions/conferences. Basically this method of 
information presentation typically takes place in a small 
group meeting in which a leader assists a group in 
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identifying and defining an issue, guiding discussion and 
summarizing principles (Wexley & Latham, 1981). Knowledge, 
ideas and opinions on a particular subject are exchanged 
among managers and facilitators. As with the lecture, the 
content and specificity of discussions may vary 
substantially and may take place at or away from the work 
site. 
Incorporation of Conditions Facilitating Learning and 
Transfer 
Obviously, these methods vary significantly from program 
to program. The reader should keep in mind that any 
discussion of advantages and disadvantages of an approach to 
management development will necessarily be very general in 
nature. However, some consistent themes are evident among 
nearly all of these types of methods. 
Active participant involvement. Lectures are often 
criticized for their lack of learner involvement (Campbell 
et al., 1970; Goldstein, 1986). Communication is typically 
one-way and the manager is essentially passive. At best, 
the manager may participate by asking questions. 
Conferences obviously involve learners to a greater extent 
than do lectures. However, as Tosi (1967) notes, managers 
can only be actively involved in a discussion if they have 
prepared and/or have some prior knowledge of the subject to 
be discussed. 
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Meaninqfulness of material. Obviously, the meaning-
fulness of material for these methods will depend on the 
content of a particular lecture or discussion. However, it 
has been suggested that, because the material in lectures is 
general, and theoretical, to many managers it may appear 
irrelevant to real life. Meaningfulness of lectures may 
require, to a greater extent than other methods, a more 
substantial inferential leap in moving from cognitive 
knowledge to application. Discussions are somewhat more 
flexible than lectures, allowing more chances for the 
manager to direct the discussion to avenues meaningful to 
him or her. 
Reinforcement. With the exception of instructors who 
reinforce learners for meaningful comments and questions, 
there appears to be little if any tangible reinforcement for 
learning during lectures. For some managers knowledge in 
and of itself may be intrinsically rewarding. Discussion 
groups may provide some additional reinforcement in terms of 
peer respect and praise for responses. 
Knowledge of results. Goldstein (1986) suggests that 
lectures are relatively limited in providing learners with 
immediate feedback. If managers are tested, their test 
scores may provide some degree of feedback on retention of 
cognitive knowledge. Discussion may provide some degree of 
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feedback from either the group facilitator or other 
managers. 
Expectation of desired outcomes. Because Information 
presentation methods often do not focus on doing, but 
Instead on knowing, they may not appear to be directly 
related to promotions or pay Increases. An exception 
however, would be situations In which managers are taking 
classes to meet the educational requirements of a specific 
position. 
Specific, challenging goals. The degree of challenge 
provided by information presentation methods would vary 
considerably from course to course. Information that is 
presented may range from cognitively simplistic Information 
to stimulating, new knowledge that is challenging to master. 
Although the goals of most information presentation 
approaches are highly variable. It appears that most 
lectures typically focus on broad acquisition of knowledge. 
Similarity of learning and job situation. The 
dissimilarity between the learning situation and the 
manager's job has been noted as one of the greatest 
drawbacks of information presentation approaches. Learning 
typically takes place away from the job and often away from 
the workplace. Simmons (1975) notes that "learning is so 
unlike real life that the transfer of learning to the real 
life situation is difficult if not impossible" (p. 184). 
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Typically the lecture or discussion does not involve the 
same type of social context as the managers job. 
Active practice. Information presentation techniques 
rarely provide opportunities for active practice in putting 
knowledge to use. Lectures and discussions may involve 
practice in cognitive manipulation of ideas or facts, but 
not behavioral practice. 
Insight to principles. One of the strongest advantages 
of information presentation techniques is their capacity to 
clearly delineate principles or theories. Courses, 
conferences and seminars expose participants to new 
theories, stimulate thought processes, allow refinement and 
interpretation of past experiences and develop awareness of 
human and technical factors that underlie work situations 
(Burr, 1967). Knowledge can provide an expanded viewpoint 
that may guide future behavior: 
Programs or courses inject an external view point 
on problems and offer a breadth of background not 
available internally. This can assist in 
overcoming stubborn cases of provincialism . . . 
and help in highlighting changes in political and 
social conditions (Burr, 1967, p. 390). 
Understanding of applications. It has been noted 
repeatedly, that information presentation techniques 
typically focus on knowing, rather than doing. Some 
researchers believe that there is an excessive focus on 
cognitive processes, rather than applied skills: 
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The overwhelming cognitive element causes imbalance 
in the maturation of the learner so that in the 
extreme academic case, the attitudinal and skills 
elements remain grossly underdeveloped in relation 
to the cognitive element (Simmons, 1975, p. 184). 
Reinforcing climate. Typically there is little follow-
up at the work setting to determine how well managers are 
able to use the knowledge acquired in information 
presentation sessions (Tosi, 1967). Again, knowledge can 
only be observed when translated into behaviors. Co-workers 
and supervisors are unlikely to reinforce knowing the 
absence of doing. Hawlryshyn (1975) also notes that if 
acquired knowledge is not synchronized within the 
organization, the application of knowledge may cause 
friction, problems and resistance rather than favorable 
reactions. 
Practical Considerations 
The prior discussion suggests that information 
presentation techniques are not strong in their integration 
of conditions of learning. However, the popularity of. such 
methods is likely due to their practical strengths. 
Time. Information presentation approaches are often 
efficient in terms of time. Generally, a substantial amount 
of material can be covered in a short period of time. 
Because of the random nature of natural learning processes, 
didactic learning processes are essential for acquiring 
knowledge in a short period of time. 
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Expense. Information presentation methods may be 
expensive or extremely economical. Often conferences or 
lectures away from work involve tuition, travel expenses, 
and living expenses, in addition to lost time on the job. 
However, for acquiring knowledge, information presentations 
are likely to be the most cost-effective approach. 
Tailoring to individuals. As Goldstein (1986) points 
out, lectures are relatively insensitive to individual 
differences. Managers are generally processed "in bulk" 
and, therefore, most information presentations situations 
cannot be precisely tailored to the needs or progress of the 
individual. 
Number of managers. When large groups of managers must 
learn simultaneously, information presentation methods are 
often one of the few reasonable solutions. It has been 
repeatedly noted, that information presentation methods are 
the method of choice for large groups, where practice is not 
possible. 
Empirical Literature on Effectiveness 
Obviously a complete review of each individual study 
evaluating the effectiveness of traditional management 
development methods would be lengthy and beyond the scope of 
this review. However, a comprehensive, meta-analytic study 
was conducted by Burke and Day (1986) in which the results 
of 70 managerial training studies were examined. They found 
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that a majority of the observed effect size variance was due 
to criterion unreliability and sampling error. Overall, 
they conclude that traditional management development is on 
average, moderately effective. 
Summary 
To summarize, information presentation approaches focus 
on acquisition of cognitive knowledge. Lectures and 
discussions are frequently used methods to achieve these 
objectives. Although most information presentation 
techniques vary substantially, some general conclusions can 
be drawn regarding the incorporation of conditions which 
facilitate learning and transfer. Learners are generally 
more passive with this approach, and there is little focus 
on reinforcement for using acquired knowledge, providing 
knowledge of results, or how learning the information 
presented will lead to desired job outcomes. The goals of 
information presentation types of methods are generally 
broad, and the learning situation is nearly always 
dissimilar to the manager's job. Although this approach may 
involve cognitive practice, it rarely involves behavioral 
practice or practice in application. Thus, the information 
presentation approach to management development appears to 
have some major weaknesses in terms of principles of 
learning. 
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One of the major strengths of the approach is its 
capability of providing insight to underlying processes and 
principles; Information presentation methods also have 
practical advantages: they are time and cost efficient and 
make it possible to train a large group of managers at the 
same time* Empirical studies suggest that traditional 
management development, is on average, moderately effective. 
Simulation Approaches 
Simulation approaches to management development involve 
presenting managers with a simulated or artificial 
representation of some aspect of their organization and 
requiring them to react to it as if it were the actual 
situation. The learning objectives are more skills oriented 
but also focus on acquisition of knowledge and changes in 
attitudes to some degree. Simulation methods have most 
commonly been applied to the content areas of problem 
solving and interpersonal relations. These methods are 
particularly useful in situations where trial and error 
development would be costly to the organization and damaging 
to the individual manager. 
Simulation Methods 
Use of simulations as a management development approach 
has involved a variety of methods. Three of the most common 
have been business games, case studies and role plays. 
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Business games. The use of games to train managers was 
a direct outgrowth of the use of war games to train officers 
in combat techniques. Today, a variety of different games 
exist, but most concentrate on general management principles 
such as financial policy, long-range planning, decision 
making and marketing (Wexley & Latham, 1981). A general 
description of business games is given by Goldstein (1986): 
A business game is a contrived situations which 
imbeds players in a simulated business environment 
where they must make management types of decisions 
time to time and their choices at one time 
generally affect the environment conditions under 
which subsequent decisions must be made (p. 256). 
Business games may range from simple to complex and are 
frequently computer based. 
Case studies. The case study method was pioneered at 
Harvard Business School (Wexley & Latham, 1981). The method 
involves presenting managers with a written description of 
an organizational problem. Each manager is given the 
opportunity to privately read the case, diagnose issues and 
determine solutions. Typically cases, diagnoses and 
recommendations are then discussed with other managers in a 
group context. Tosi (1967) notes that the basic purpose of 
a case study is to create a learning environment that will 
involve managers in decision making processes and in 
developing techniques for coping with similar problems in 
his or her real job. 
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Role plays. When role playing methods are used, 
managers are required to act out a simulated role* The 
method is most often used to teach interpersonal skills. 
Role plays usually involve at least two people (often more) 
and vary in the types of situations and personalities 
enacted. Role playing allows managers to practice face-to-
face communication skills in a "protected environment" 
(Humble, 1973). 
Incorporation of Conditions Facilitating Learning and 
Transfer 
Active participant involvement. With all of the 
simulation methods participants are actively involved. Case 
studies, business games and role plays all require both 
cognitive as well as behavioral involvement. In most 
instances, the learner is not simply told what to do, but 
plays an active role in generating solutions to complex 
problems. 
Meaningfulness of material. Although simulations are 
typically relevant to managerial work in content, critics 
note that simulations are often viewed by participants as a 
meaningless game. They may not be seen as an experience 
with applications to the manager's job (Tosi, 1967). 
Managers may also become so entangled in the actual 
simulation that they fail to see the relevance of the 
general principles to. the job. 
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Advocates of these methods point out that learning with 
simulations is inherently more meaningful than learning 
through one-way presentation of information because the 
process involves self-discovery (Campbell et al. 1970; 
Goldstein, 1986). In addition, because the manager is 
actively involved, there is greater opportunity for 
integration of new knowledge with past experiences. 
Reinforcement. The degree of reinforcement for 
performance that occurs with simulations is highly variable. 
Reinforcement could result from peer and trainer praise or 
attention and from self-satisfaction resulting from 
"winning." However, because these are simulations, it is 
not clear that the consequences of performance would be the 
same in the natural job setting. 
Knowledge of results. Simulations are fairly strong in 
terms of providing managers with feedback on their perform­
ance in the simulation. Typically, these methods are 
followed up by feedback from group leaders or other group 
participants. Unfortunately, the simulation does not 
provide knowledge of results that would occur in the real 
job setting. However, these methods appear to be the most 
systematic in terms of performance feedback. 
Expectation of desired outcomes. The manager's 
expectations that desired job outcomes will result from 
performance on the simulation is likely to depend on how 
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applicable that manager believes the simulation is to his or 
her job. In addition, the manager may be motivated to do 
well in the simulation if he or she believe their 
performance may lead to desired promotions. 
Specific, challenging goals. Generally, the goals of 
the simulation exercise itself are relatively specific. The 
degree of challenge however, would depend on the prior skill 
level of the individual manager and the difficulty of the 
particular simulation. The degree to which the goals of the 
simulation are clearly communicated to participating 
managers would also influence the specificity and challenge 
perceived by the manager. 
Similarity to the job. How similar the simulation is to 
the mangers job will of course, depend on the particular 
manager and the particular simulation. A number of 
researchers have noted that the success of simulations lies 
in the ability of managers to actually adopt roles and act 
as if they were in the work situations (Campbell et al., 
1970). Goldstein (1986) suggest that managers may act or 
react in ways that they believe will be socially acceptable, 
rather than as they actually would. 
Wexley and Latham (1981) also point out that it is 
difficult to capture the true complexities of on-the-job 
situations in simulations. NcCall and Lombardo (1979) 
analyzed the game "Looking Glass" and found that the 
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composition of tasks was very similar to the composition of 
task in manager's jobs. However, Goldstein (1986) notes 
that it is still uncertain how psychologically similar a 
simulation is to the real job situation. It seems unlikely 
that a simulated situation would contain the same intensity, 
risk or pressure that occur in the manager's real job. 
Active practice. Business games and role plays in 
particular involve a high degree of active practice on the 
part of managers (Goldstein, 1986). Case studies may 
involve cognitive practice in synthesizing and applying 
knowledge but little behavioral practice. One advantage of 
simulations is that practice takes place in a situation in 
which errors will not be cbstly. 
Insight to principles. Some have criticized simulations 
because of their inability to teach general principles 
(Goldstein, 1986; Wexley & Latham, 1981). It appears that 
the effectiveness of these methods in providing insight to 
general principles, would be dependent on the facilitator's 
skills in guiding the inferences managers draw. Wexley and 
Latham (1981) suggest that one of that advantages of the 
simulation approach is that it allows managers to analyze 
problems with complex features and identify their important 
features. 
Understanding of applications. Because of the greater 
similarity between the simulation and the manager's job, it 
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seems likely that applications would be more readily 
apparent to the manager than with information presentation 
techniques. However, if a simulation is very abstract or 
different from a manager's particular job, it may be 
difficult for a manager to translate performance in the 
simulation to performance on the job. 
Reinforcing climate. As with information presentation 
techniques, the degree of reinforcement on the job, will 
likely depend on how well the manager is able to implement 
the skills learned in the simulation. In addition, in order 
for new actions by the manager to be accepted and carried 
out with minimal resistance, they must be integrated with 
the social and political context of the organization. These 
techniques of integration are rarely a part of simulations. 
Practical Considerations 
Simulations are, in several ways a practical approach to 
management development. These methods both involve active 
participant practice in situations that are similar to the 
job setting yet compress time and minimize the costs of 
errors. 
Time. The efficiency of the simulation depends on the 
approach it is compared to. It is time consuming and much 
less efficient than the information presentation techniques 
for disseminating cognitive knowledge. However, as opposed 
to natural learning on-the-job, it is requires little time. 
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As Goldstein (1986) notes the facilitator has control over 
time and, therefore, learning is not dependent on the 
occurrence of random events. Time is compressed so that a 
manager can get simulated experience in days or hours that 
would take years to acquire naturally. 
Expense. Simulations in general, are costly. Typically 
they require hours or days away from the job on the part of 
managers. In addition to lost productivity on the job while 
in training, travel and living expenses may also be an 
associated cost if the simulation is conducted away from the 
work site. Most of these activities must be done with 
relatively small groups of managers each requiring a 
facilitator. Therefore, many hours on the part of a well-
trained consultant or facilitator would also be required. 
Many of these methods, such as the business game, may also 
require expensive materials or equipment. 
Tailoring to individuals. Compared to information 
presentation techniques, simulations allow more tailoring to 
individual needs. However, simulations, particularly 
business games, have been criticized for not allowing novel 
approaches and for teaching over reliance on a particular 
method. Case studies may point out the appropriateness of 
various types of solutions, but for the most part, these 
methods are not sensitive to differences in managerial 
style. 
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Number of managers. Because of the time and expense 
required, these may not be practical for training large 
groups of managers. In addition, unless a large number of 
facilitators are available, these methods would not be 
appropriate for training large groups of managers 
simultaneously, because they typically require small groups 
Summary 
Simulations have been frequently used to facilitate the 
development of problem solving and interpersonal skills. 
Business games, case studies, and role plays have all been 
used. Simulations incorporate conditions which enhance 
learning and transfer to a much greater degree than do 
information presentation methods. Specifically, they 
involve active participant involvement, active practice and 
greater similarity between the job and learning situations. 
In addition, they provide some degree of reinforcement, 
knowledge of results, and understanding of applications. 
However, these methods are often weak in communicating 
underlying principles and processes to managers. 
In terms of practical considerations, simulations take e 
substantial amount of time, but less than would be required 
by natural learning processes. Simulations are often 
expensive however, and generally only a few managers can be 
trained at one time. 
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Traditional Management Development and the 
Development of Women Managers 
Virtually no literature was found on the topic of gender 
differences in the effectiveness of traditional management 
development approaches. If women are allowed equal access 
to these formal training opportunities, there is no evidence 
to suggest that they should benefit more or less from the 
experience than their male counterparts with equivalent 
backgrounds. Obviously, subtle bias on the part of 
instructors, films, videos and training materials as well as 
other participants should be guarded against. 
Approaches to Management Development: 
On-the-Job Experiences 
During the last decade there has been an increased 
interest in the ways managers learn from normal work 
experiences. Much of this interest has emerged from 
skepticism about the effectiveness of traditional forms of 
management development. For example, Margerison and 
Kakabadse (1984) surveyed top level executives and found 
that they did not consider off-the-job training an important 
influence on development. Additionally, these executives 
ranked management training as 13th of 14 possible reasons 
for why they made it to the top. 
Davies and Easterby-Smith (1984) similarly found that 
among the 60 managers they surveyed, not one listed formal 
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management training as a contributor to his/her development. 
Marshall and Stewart (1981) also found that executives did 
not believe formal training had an impact on their careers. 
However, these same executives did believe that classroom 
exposure to certain topics was important for their own 
organizations. 
Most criticisms of traditional approaches revolve around 
issues of application. Livingston (1971) has been one of 
the most outspoken skeptics of formal management training: 
"the acquisition of knowledge is not enough if you don't 
have the skills of application to follow through on what 
you've learned" (p. 16). Many believe that traditional 
management development deals too simplistically with 
managerial work by focusing on unambiguous problems and 
theoretical lab principles (Knowles, 1984; Lean, 1985)., 
A second criticism is that traditional management 
development may actually hinder managers' development: 
"What takes place in the classroom is often miseducation 
that inhibits [managers'] ability to learn from their 
experiences" (Livingston 1971, p. 88). It is suggested that 
managers have not learned to be self-directed learners, but 
have been conditioned to be dependent on teachers to teach 
them. Pedler and Boydell (1980) suggest that traditional 
management development approaches the manager as a "patient" 
rather than as a self-directing agent. Thus, the passivity 
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of the learner in traditional management development 
approaches is contrary to the belief of those who feel that 
learning results from actions initiated by the learner (Kur 
& Pedler, 1982). 
How then do managers learn to behave differently in 
their jobs? McCauley (1986) reviewed a number of studies 
which focused on the importance of life events in management 
development. These events, what Levison (1978) refers to as 
"marker events" appear to result in change because they 
require adaptation. 
Copeman (1971) conducted a study in which 109 chief 
executive officers were asked to detail experiences in his 
or her background that contributed most to skill 
development. In the interviews, CEOs clearly indicated that 
mastering specific skills was associated with distinct 
events, such as being put in charge of a new division. 
Davies and Easterby-Smith (1984) interviewed 60 managers and 
asked them how they had developed. Development was often 
reported as occurring in conjunction with a specific event 
that required coping with a new situation. McCauley (1986) 
concludes that studies such as these, point to the 
importance of an events-based approach to management 
development. 
As à result of the growing disillusionment with 
traditional approaches to management development, surveys of 
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how executives developed and the conceptual groundwork of 
Livingston (1971) and Revans (1980), attention has been 
focused on the job itself as a vehicle for management 
development. As noted earlier, this approach has been 
labeled in various ways, including "events-based learning" 
(Lean, 1985); "project-based learning" (McCauley, 1986); 
"learning by doing" (Morris, 1980); "action learning" 
(Revans, 1980) and "experience-based learning" (Huczinski, 
1983). 
"The essential element in all these labels is that 
people take responsibility for learning from their own 
experiences, under conditions which enable them to reflect 
on what they are doing" (Morris, 1980, p. 98). Learning 
arises from the first hand experience of the learner. The 
manager must learn to operate in conditions of complexity 
and ambiguity that exist in the managerial work environment. 
On-the-job management development has been called a 
"whole-person" approach, because it involves cognitive, 
behavioral and emotional components (Casey, 1980). 
Experiential learning is thought to best lend itself to 
skill acquisition. Boddy (1980) suggests that experiential 
learning involves learning to cope with new problems and new 
situations and how to pose useful questions in conditions of 
constant change. 
114 
Unfortunately, several problems have impeded the wide­
spread use of on-the-job experiences as a management 
development approach. First, Kur and Pedler (1982) point 
out that one of the biggest obstacles is the existing 
concept of management development: "Throughout society, 
managers are accustomed to prescriptive, prepackaged 
training programs or academic courses in which a teacher 
tells trainees or students what they need to know" (p. 89). 
Even though it has been estimated that 98% of development 
occurs on the job, (Burr, 1967) there are few who would 
classify on-the-job experiences as a management development 
option. 
Second, on-the-job experience is typically extremely 
informal. Most on-the-job experiences are not planned, but 
as Goldstein (1986) notes, simply involve "helping John 
learn the job." Part of the reason for the informality of 
on-the-job development, is that development per se, is 
seldom the primary objective of placing a manager in a 
particular job. Rather, it is an added benefit that results 
from tackling the tasks at hand (McCauley, 1986, p. 7). 
It is rare for an on-the-job learning experience to have 
clear, planned objectives. It could be claimed that firms 
are always developing managers. However, the difference 
between developing on the job and experiential management 
development, lies in the planning: "it is a true 
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development program when the experience is planned" (Burr, 
1967, p. 103). 
Third, based on current research, it would be difficult 
to design a planned program of on-the-job experiences for 
developing managers. The existing research will not support 
specific recommendations regarding what can be learned from 
specific types of experiences. Goldstein (1986) notes: "It 
is certainly ironic that the best information available 
about frequently used [on-the-job] techniques is a series of 
generalizations based mainly on intuition" (p. 186). 
There is a near total absence of research on on-the-job 
development processes. No research exists indicating which 
types of experiences are most appropriate for learning 
certain skills, for particular career stages, or specific 
managerial populations such as women. In addition, there is 
.little research on how traditional management development 
and on-the-job learning can better compliment each other in 
the development process. 
On-the-Job Methods 
Experiences that take place in the manager's day-to-day 
work environment appear to be a strong source of learning. 
In compiling present knowledge about on-the-job management 
development, a variety of activities have been noted. Some 
of these include job rotation, committee or board 
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experiences, special task force or project involvement, job 
assignments and even negative events. 
Job rotation. Job rotation has been used for some time 
as a developmental strategy. Managers are moved to 
different positions which, in most cases, vary in content 
and function (Campbell et al., 1970; Tosi, 1967). These 
position changes may be used to provide the developing 
manager with a broader perspective of the organization and 
first-hand exposure to the interdependencies of 
organizational components. Rotation may be to a different 
plant, or site, or within the same area. Moves may be 
vertical or horizontal in level, and may involve a move to 
line or staff position (Huczinski, 1983). 
With regard to line versus staff assignments, there is 
controversy over which experience is more beneficial to the 
developing manager. Some believe that functional experience 
is necessary, noting that a large number of top managers 
have functional experience in marketing, or finance. "The 
underlying assumption is that a certain functional 
background is necessary to have learned the heart of the 
business and that this knowledge is essential for making 
executive level decisions" (McCauley, 1986, p. 8). 
Often staff assignments are viewed as a "dead end" 
(Rusmore, 1973). However, Lombardo (1985) points out that 
high visibility staff assignments such as those at corporate 
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headquarters can be beneficial. They can provide 
challenging opportunities in which line managers get a 
broader perspective of the organization. In these 
assignments, managers learn to cope with ambiguity, learn to 
understand corporate strategy and are exposed to top level 
executives. 
Committee or board experience. Assignments to 
committees or "junior boards" has been used as a development 
method. Managers may be requested to volunteer to serve on 
committees, or be nominated by their supervisor. When the 
committee is composed of staff from different departments or 
level, the manager may become aware of different perspec­
tives on and attitudes toward the same issue (Huczinski, 
1983). Group meetings also provide the opportunity for 
managers to develop political and interpersonal skills as 
well as experience solving real, complex, organizational 
problems. 
The purpose of junior boards is to permit less advanced 
managers to experience the problems and responsibilities 
faced by high level executives. Usually these boards 
consist of 6-12 managers from diverse functions who study 
problems and make recommendations to the senior board of 
directors. Wexley and Latham (1981) suggest that managers 
"get experience in grappling with broad-range problems 
extending beyond the confines of their own current specialty 
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as well as gain practical experience in problem analysis, 
group decision making and teamwork" (p. 105). Tosi (1967) 
also suggests that the board experience provides first hand 
understanding of the difficulties inherent in solving 
problems within the structure of the organization. 
Project teams and task forces. Although created for the 
purpose of meeting organizational needs, project teams and 
task forces are regarded by some researchers as a 
developmental activity. Usually a task force is established 
to deal with a particular issue or client (Huczinski, 1983). 
These activities differ from simulations in that the 
problems are real, and the solutions the task force develops 
are the ones actually implemented by the organization. 
Lombardo (1985) suggests that such assignments force 
managers to use the skills of others to complete a project 
rather than trying to be a technical expert in all areas. 
Individual job assignments. Although empirical studies 
on job assignments are scarce, the Center for Creative 
Leadership (McCauley, 1986) has explored some of the events 
that top managers had indicated were important to their 
development. Nearly half of the key events experienced by 
400 executives were job assignments. Specifically, line to 
staff switches, projects and task forces were noted as 
important. In addition to these assignments which were 
previously discussed, three other individual assignments 
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appear to be beneficial for managers: starting from 
scratch, fix-it/turn-it-around jobs; and jobs involving a 
leap in scope. 
Starting from scratch assignments are those in which 
managers are expected to create a business venture or are 
responsible for the success of new plants, products or 
markets. They have been noted as important to a manager's 
development (McCauley, 1986). Lombardo (1985) points out 
four strong themes in these types of assignments: 
-out of chaos and demands managers earned how to 
identify what was important and how to organize 
themselves in order to get it done. 
-creating a staff taught them how to select, train 
and motivate subordinates. 
-living through the event successfully taught them 
they could survive. This raw endurance carried 
with it increased confidence and willingness to 
take risks. 
-they learned first-hand how much leadership 
matters and how lonely the role can be (pp. 5-6). 
With fix-it/turn-it-around jobs assignments managers are 
expected to reconstruct faulty operations or takeover 
unwanted projects or staffs and turn them around. Lombardo 
(1985) notes that with these assignments managers must make 
tough decisions that often result in human pain, yet at the 
same time be persuasive. "The essential tension of a fix-it 
assignment requires a certain oppositeness in a manager's 
behavior—toughness and structuring behaviors need to be 
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counterbalanced with persuasion and a light-touch" 
(Lombardo, 1985, p. 7). 
Assignments involving a leap in scope are a third type 
of individual assignment emphasized by The Center for 
Creative Leadership (Lombardo, 1985). They involve increase 
in responsibility that is both broad and different from what 
a manager has done before. Examples include a switch to a 
new business, and massive increases in numbers of people, 
dollars and/or functions to manage. Lombardo (1985) 
suggests that two important themes in these assignments are 
the need to develop subordinates and the need to think like 
an executive. 
Managers learned with a massive job that they could not 
do it alone and that developing subordinates was crucial. 
Responsibility in these types of assignments was changed 
from responsibility for doing the job to responsibility for 
seeing that processes were set up for others to do the job 
and making sure that the job got done. 
Hardships have also been found to have developmental 
benefits. Managers can learn from negative experiences such 
as business failures, mistakes, dismissals, performance 
problems, and career ruts (McCauley, 1986). Although these 
are considered stressful, surveys have found that these 
types of events are also listed as contributors to 
development (Glickman, Hahn, Fleishman, & Baxter, 1968; 
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Pedler & Boydell, 1980). In most cases negative events that 
lead to development have both positive and negative 
outcomes. 
The Importance of On-the-Job Experiences 
Several researchers have hypothesized that these types 
of work experiences are important to development for several 
reasons (McCauley, 1986; Lombardo, 1985). These types of 
work experiences all appear to enhance development of the 
eight characteristics discussed earlier, considered 
important for effective managers. 
First, these experiences involve broad responsibility 
and exercise of power (McCauley, 1986; Rusmore, 1973). 
Managers gained first-hand experience in influencing people 
and using authority. 
Second, these experiences often lead to development of 
leadership skills at an early career stage. Managers are 
required to set goals, plan, and lead groups of people in 
order to successfully perform. McCauley (1986) notes that 
CEOs surveyed felt that these early leadership experiences 
provided the opportunity to learn to get things done through 
others, how to motivate employees, and how to resolve 
conflicts. The data she cites indicate that two-thirds of 
CEOs had early assignments in which they acted as leaders 
and coaches rather than technical experts. 
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Third, strong interpersonal skills are required in these 
work experiences. Lombardo (1985) points out that these 
work experiences often involved gaining cooperation and 
teamwork from people under difficult circumstances. 
Fourth, in these experiences "the stakes are high" 
(Lombardo, 1985). High pressure on the manager to perform 
successfully may be a factor in these work experiences 
because of the number of dollars, people or functions 
involved. 
Fifth, these experiences require learning how to 
tolerate and deal with physical and emotional strain. 
Managers are forced to deal with stressful situations and 
exhausting workloads. Tremendous emotional resiliency and 
coping skills are necessary to survive. 
Sixth, these on-the-job events involve learning new 
skills "on the run." Lombardo (1985) points out that in 
these assignments old skills no longer count. Therefore, 
the ability to learn quickly and learning-to-learn skills 
are critical to the manager's success in these types of 
assignments. 
Thus, there is a significant contrast between the 
managerial characteristics likely to be developed in 
traditional management development and through on-the-job 
experiences. While traditional management development often 
focus on skill in problem analysis and technical knowledge. 
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job experiences tend to develop managers problem finding and 
solution implementation skills. Managers learn not only, 
what to dO/ but how to do it. 
On-the-job experiences also appear to develop managers' 
people skills to a greater extent than traditional 
management development approaches. These experiences 
contribute to the development of a personal leadership style 
and skills, skills in influencing people and working with 
organizational politics. Managers are forced to learn to 
work through people rather than becoming a technical expert 
in all areas themselves. They also make use of "survival 
skills," including emotional and physical resilience, and 
learning-to-learn in new situations. 
Incorporation of Conditions Facilitating Learning and 
Transfer 
Active participant involvement. Obviously, with 
on-the-job experiences, the manager is actively involved. 
He or she is very much a self-directed learner, rather than 
a passive observer. The amount of learning that takes place 
may depend to a large extent on the particular manager's 
learning skills. 
Meaningful material. Unless the job itself is not 
meaningful to a manager, on-the-job experiences have 
inherent meaning to his or her career. By virtue of their 
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being a part of the manager's job, on-the-job assignments 
automatically have relevance to the manager's work. 
Reinforcement. These assignments as noted earlier, 
involve broad responsibility and high stakes. Revans (1980) 
emphasized the natural reinforcement and punishment in the 
work situation, "where one has something to lose by making a 
• mistake as well as something to gain from finding a workable 
solution" (p. 56). 
The reinforcers involved in on-the-job experiences are 
likely to be much more meaningful and potent to managers 
than a trainer's praise or a good "grade" on a traditional 
management development activity. Kaufman (1974) further 
suggests that a cycle of intrinsic reinforcement is set up 
by reaching and setting increasingly challenging goals. 
Knowledge of results. Simmons (1975) suggests that the 
knowledge of results that are obtained from work experiences 
is often relatively immediate and meaningful. McCauley 
(1986) points out that on-the-job experience allows managers 
to judge their performance against observable criteria such 
as profits and productivity. The results a manager is 
measuring, involve the same criteria that they measured by 
throughout their careers. 
Expectation of outcomes. Expectancy of relevant 
outcomes from development should be more clear when managers 
learn from their experiences. By learning to tackle a 
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difficult assignment/ there is a direct expectation of 
success on the job. By learning to solve problems in a 
classroom, managers must believe, not only that the skills 
will lead to job success, but that they can perform the 
skills back in their job setting. 
Specific, challenging goals. Challenge has been one of 
the few aspects of on-the-job experiences that has received 
considerable attention. Research has repeatedly indicated 
that high levels of challenge early in the career is related 
to career progress. 
Some of the strongest evidence for the positive impact 
of initial job challenge on later career success comes from 
AT & T's Management Progress Study (Bray et al., 1974; Bray 
& Howard, 1983). This research indicated that 61% of 
college recruits who were predicted to fail to reach middle 
management actually made it, if they had high job challenge. 
Of those predicted to reach middle management, but who 
experienced low job challenge, only 30% actually made it. 
Similarly, Kaufman (1974) investigated the relationship 
of work challenge experienced by 85 engineers and later 
performance. He found that early challenge led to 
competence in later career stages. Vicino and Bass (1978) 
also found that job challenge was important for career 
success in a study at Exxon. 
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Thus, one of the keys in on-the-job experiences appears 
to be challenge. Researchers have hypothesized that this 
promotes future career progress by increasing visibility 
(Kanter, 1977), initiating a continuous cycle of 
reinforcement (Kaufman, 1974), creating a self-fulfilling 
prophecy (Kanter, 1977) and stimulating motivation to excel 
(McCauley, 1986). 
Similarity to the job. Comparing on-the-job experiences 
to the managers' job is a rather moot point. Because a 
manager is learning in the same physical and social 
environment in which he/she is expected to perform, fewer 
transfer problems from the learning situation to the 
performance situation should occur (Goldstein, 1986). 
However, transfer of learning from experience to experience 
is an additional type of transfer required of on-the-job 
learning (Casey, 1980). 
Active practice. Goldstein (1986) notes that one of the 
advantages of on-the-job experience is that it provides the 
learner with the opportunity to practice skills. Gabarro 
(1985) however, points out that brief assignments do not 
allow a manager enough time to practice skills, receive 
feedback to correct deficiencies and practice corrected 
skills. He believes that a balance is required between job 
changes that expose a manager to new demands, and time to 
fully master the situation. 
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Insight to principles» Pfeiffer and Jones (1980) note 
that experiential learning only occurs when a person engages 
in some activity, looks back at the activity critically, 
abstracts some useful insight from the analysis and puts the 
resulting insight to work in future situations. Thus, 
on-the-job experiences may or may not act as a vehicle for 
learning, depending on the extent to which insight to the 
principles occurs. It appears that in most work settings, 
actively reflecting on past experiences is infrequent. 
Casey (1980) also points out that if learning on the job 
is to be transferable from one experience to the next, the 
person must be able to see the underlying processes: "The 
recognition of these underlying processes is the cognitive 
bridge required for learning transfer" (p. 312). 
Understanding of applications. Obviously the manager 
must apply certain skills in order to learn from doing. The 
critical issue, is whether the manager understands how what 
he or she has applied in one situation applies to future 
situations. Unfortunately, unless managers understand the 
features that make the learning and future situations 
similar, they may not know how to apply acquired skills. 
Reinforcing climate. Knowles (1984) suggests that 
management development efforts will have little effect if 
not integrated with the social context of the organization. 
When managers learn from experience, they are embedded in a 
128 
rich social context that also shapes their learning. The 
climate of the organization will be reinforcing with regard 
to learning from on-the-job experience, to the same extent 
to reinforces job success. Organizational.climates may vary 
with regard to their promotion of risk taking and viewing 
occasional failures as an inevitable by-product of growth. 
Practical Considerations 
Time. It has been suggested repeatedly that on-the-job 
learning from random events is too slow (Burr, 1967). The 
assumption is typically made that these events are not 
planned, but just happen. If the occurrence of on-the-job 
experiences can be controlled and planned, the amount of 
time required of these methods could be minimized. A job 
assignment may take longer to complete than a traditional 
management development program, but the manager is actively 
engaging in practice, while still on the job. Thus the 
issue of lost time on-the-job is irrelevant. 
Expense. The expense of learning from on-the-job 
experiences is likely to be highly variable. One critical 
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consideration is the organizational cost of performance 
errors. These costs are potentially massive, but, as 
McCauley (1986) notes, mistakes made earlier in one's 
career, are usually less costly than those made by a manager 
in later career stages. Thus, if fewer mistakes are made in 
later career stages because of the development that took 
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place early in the career, the cost of future errors may be 
decreased. 
Travel or relocation expenses may be involved with job 
rotation and with some assignments. However, these costs 
may be ones that would be incurred even if the activity was 
not considered developmental. In addition, because the 
manager is still performing for the organization, on-the-job 
experiences are less costly than traditional methods in 
terms of lost productivity while learning. In addition, 
special facilitators, equipment, and materials are typically 
not costs associated with on-the-job experiences. 
Individually tailored. On-the-job experiences are 
usually unique and thus have the potential to be tailored to 
the manager's developmental needs. However, at the present, 
research is not adequate to delineate with specificity which 
types of job-experiences are important for meeting 
particular development needs. 
Number of managers. Theoretically, the number of 
managers that could be developed using this method would 
depend on the number of challenging work experiences the 
organization has to offer. However, it is likely that at 
any one point in time, there are limits to the number of 
desirable assignments available. It may however, be 
possible to enrich many assignments so that they have 
greater developmental properties. In addition, some process 
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f o r  matching managers developmental needs with particular 
organizational assignments would be required in order to 
develop large numbers of managers systematically. 
Summary 
In recent years, there has been increased interest in 
managerial learning from on-the-job experiences. 
Traditional approaches to management development have been 
criticized for their lack of focus on application and 
because the manager learns to be passive, rather than self-
directed in his/her development. In addition to 
disillusionment with traditional approaches, studies of 
executives suggest that key on-the-job experiences are 
important development. 
On-the-job management development involves cognitive, 
behavioral and emotional components and is useful for 
learning how to operate in a complex environment. 
Widespread use of on-the-job methods has been impeded by the 
existing concept of management development, their 
informality, and a lack of research on their effectiveness. 
Job rotation, committee/board assignments, task forces, 
and special projects, hardships and individual assignments 
are all events that appear to accelerate managers' 
development. What appears to be important about these 
experiences is that they involve increased responsibility 
and power, leadership skill development early in the career. 
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learning to work through people and "high stakes." In 
addition, managers are forced to cope with physical and 
mental strain, and learn skills "on the run." 
On-the-job experiences are strong in terms of the 
conditions facilitating learning and transfer: participants 
are actively involved, reinforcement and knowledge of 
results are meaningful, and important outcomes related to 
the manager's long-term success are expected from the job 
experience. Challenge is a the key factor in on-the-job 
experiences as is the similarity between the learning 
situation and job situation. 
The most critical limitation of on-the-job management 
development, is that attention is infrequently paid to 
understanding the principles underlying a particular event. 
This may impede transfer of learning from experience to 
experience. On-the-job experiences may require greater time 
than traditional methods, but require no lost time from 
work. In addition, these experiences rarely require costly 
materials or trainers in addition to what is normally needed 
for the job. 
Thus, overall, on-the-job experiences appear to be an 
excellent learning vehicle for mastering complex skills in 
situations in which errors will not have devastating 
consequences. 
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On-the-Job Experiences and the Development of 
Women Managers 
On-the-job experiences appear important to the 
development of all managers. It has been suggested that for 
managers in general, on-the-job experiences are a valuable 
approach for developing leadership and interpersonal skills, 
exercising the use of power and influence, and establishing 
personal resiliency. Important, challenging assignments 
appear to be stimulating, provide exposure and set up an 
on-going cycle of reinforcement that may propel the manager 
into more advanced positions. 
Importance of Job Experiences for Women 
Why might on-the-job experiences be particularly 
important for women, or contribute differentially to the 
development of male and female managers? It has been 
repeatedly noted that no research exists with regard to 
these questions. However, the literature provides some 
indication of why on-the-job experiences may be particularly 
important for women managers. 
First, the sex-role stereotypes discussed in previous 
sections may limit women's access to important on-the-job 
growth opportunities. If women are perceived as less 
suitable for upper level management than men, they may be 
less likely to be provided with on-the-job development 
experiences. Schein (1978) points out, that if a woman's 
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superior believes she is not aggressive, forceful, 
competitive, or ambitious, he or she may not provide 
challenging assignments in which these characteristics seem 
necessary: 
These differential task assignments can prevent her 
from learning or developing certain essential 
administrative abilities and/or produce within the 
organization, an image that she cannot perform 
these tasks, hence limiting her future promotional 
progress (Schein, 1978, p. 263). 
Data reported by Taylor and Ilgen (1981) indicated that 
both males and females, when asked to make placement 
decisions, were more likely to see females as suitable for 
unchallenging rather than challenging positions. However, 
somewhat encouraging were their findings that the experience 
of working with and observing competent females reduced the 
extent to which other females, at a later point in time, 
were seen as less suitable for high challenge positions. 
Nai-Dalton and Sullivan (1981) found that female 
subjects preferred to place women in challenging tasks while 
male subjects preferred men for the same positions. These 
researchers suggest that men and women expect more rewards 
and less conflict when working with individuals of the same 
sex. They also found that men tended to justify their ' 
decisions more on the basis of sex-role stereotypes. 
Thus, simply because women appear less likely to be 
placed in challenging positions than male managers, focusing 
on this aspect of their development may be particularly 
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important. Second, on-the-job experiences appear to be 
particularly appropriate for development in areas in which 
managerial gender differences are most likely to exist, 
specifically, access to power, self-efficacy expectations 
and interpersonal work relationships. 
Access to power. As noted earlier, women do not appear 
to differ from men in their need for power or ability to use 
power. However, they do appear to differ in their access to 
power. On-the-job assignments may provide women managers 
with critical opportunities to exercise broad levels of 
power. 
Fitzgerald and Shullman (1984) also note that women 
often become enmeshed in internal operations and thus are 
overlooked for promotions and other development activities 
due to lack of exposure. Thus a key aspect of challenging 
assignments for women is that the exposure they provide. 
These assignments may increase women's visibility in the 
organization and their likelihood of being labeled "high 
potentials." 
Kanter (1977) notes that opportunities for high 
challenge experiences set up a self-fulfilling prophecy. 
She suggests that high potential managers are often 
identified by top managers early and placed in challenging 
jobs which furthers their development and visibility which 
in turn leads to more challenging jobs. If women are 
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excluded from high potential, challenging assignments, they 
are excluded from this propelling cycle. 
Self-confidence and self-efficacy expectations» As 
noted earlier, one area in which potential gender 
differences exist, is self-confidence in achievement 
settings and self-efficacy expectations. Women appear to 
have less confidence in their skills and abilities than do 
their male colleagues in many instances. 
Hackett and Betz (1981) suggest that self-efficacy 
expectations are important to career women. These 
expectations or beliefs that a given behavior can be 
performed successfully may determine whether the behavior 
will be initiated, how much effort will be expended and how 
long behavior will be sustained in the face of obstacles. 
Hackett and Betz believe that women are lower in self-
efficacy expectations compared to men, because of gender 
difference in access and exposure to several important types 
of information. One of these, performance accomplishments 
is particularly relevant to the importance of on-the-job 
experiences to the development of women. 
Hackett and Betz suggest that "successful performance of 
a task or behavior provides information that tends to 
increase expectations regarding efficacy in relationship to 
that task or behavior" (p. 331). Hackett and Campbell 
(1987) tested these ideas and found that self-efficacy 
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expectations were more strongly affected by success on a 
sex-linked task for women than men. 
Thus, if women have less access to successful managerial 
experiences than men, this may propagate lower expectations 
of self-efficacy. The implication is that providing women 
with opportunities to succeed at difficult managerial tasks 
through on-the-job experiences, may greatly enhance their 
expectancies for future successful performance. 
Opportunity to develop interpersonal work relationships. 
Work relationships will be discussed in detail in the 
following section. However, it should be noted that an 
additional reason why job experiences may be important for 
women is because they frequently provide the opportunity to 
develop work relationships. Committees, task forces and 
special projects all require working with colleagues, often 
from different levels or functions. 
In addition to the developmental qualities of work 
relationships working together on mutual goals has been 
found to decrease prejudiced attitudes. For example, Taylor 
& Ilgen (1981) found that the experience of working with 
competent females reduced discrimination. Similarly more 
general social psychology literature points out the 
importance of working on mutual goals in a non-competitive 
climate in reducing discrimination (Baron & Byrne, 1987). 
137 
Summary 
For managers in general, on-the-job experiences appear 
to be an important source of learning. However, they may be 
particularly important for female managers. The literature 
indicates that women have often had less access to 
challenging job experiences. In addition, on-the-job 
experiences appear particularly important for accessing 
power, increasing self-efficacy expectations, and building 
interpersonal relationships, all of which are particularly 
important for women. 
Management Development and Work Relationships 
Managers are embedded in a rich interpersonal network. 
Kaplan (1984) depicts a manager's connections like tentacles 
reaching throughout the organization as well as outside it 
(see Figure 3). In addition to the number of people a 
manager comes in contact with, the diversity is also 
striking. Networks can stretch horizontally, to include 
peers in the same or lateral sectors, as well as vertically 
to include superiors and subordinates. 
Managers' work relationships appear to be fertile 
territory for cultivating learning opportunities. 
Relationships are particularly relevant to managers' 
development because they spend such a large part of their 
time in contact with other people (Sayles, 1964). However, 
opportunities for managerial learning from work relation-
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ships has f o r  the most part, not received a great deal of 
research attention. 
As with on-the-job experiences, management development 
is not the primary purpose of work relationships. Kaplan 
(1984) notes, that managers depend on people in their 
network in order to get their jobs done. However, various 
relationships also provide learning opportunities through 
shared technical and organizational information, through 
mentoring, modeling, sponsoring and coaching, by providing 
feedback and support, and by aiding in the resolution of 
stress (Burke, Weir, & Duncan, 1976; McCauley, 1986; Ollson 
& Lippitt, 1985; Welch, 1980). 
The importance of networks has been stressed in the 
popular literature to the extent that "networking" has 
become a cliche. However a manager's network does appear to 
be related to his or her success. Empirical studies 
indicate that nonplateaued managers report higher usage of 
networking than plateaued managers (Gould & Penley, 1984) 
and that higher performers integrate themselves into the 
information network more than lower performers (Roberts & 
O'Reilly, 1979). 
The Spectrum of Work Relationships 
In work settings, there are many different types of 
relationships that can meet some of a manager's 
developmental needs. Mentoring relationships are one type 
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of work relationship that has received considerable 
attention in recent years. However, it is important to 
note, that managers can learn from other types of 
relationships as well (Kram & Isabella, 1985). 
Shapiro, Haseltine and Rowe (1978) conceptualize work 
relationships as a spectrum. Work relationships roles such 
as mentor, sponsor, coach and peer exist, each with 
different associated sets of behaviors. Mentor and peer, 
they suggest, are at opposite ends of a spectrum of people 
in advising, and support roles, who facilitate mobility. 
They call this whole group of people who act as protectors, 
benefactors, sponsors, champions, advocates, supporters and 
advisors, "the patron system" (p. 52). Table 3 depicts this 
spectrum of work roles. 
Relationships that fall toward the mentor side of the 
spectrum tend to be more hierarchical and parental, more 
intense and exclusionary. Those relationships that fall 
toward the peer side of the spectrum tend to be more 
egalitarian and potentially more democratic by allowing 
access to a larger number of people. 
In the following sections, research on the developmental 
functions of mentors, role models, sponsors, coaches, and 
peers will be discussed. 
Table 3. Functions of develomental relationships 
Mentor Role Model Sponsor 
Career -sponsorship 
Enhancing -coaching 
-exposure 
-visibility 
-protection 
-challenging 
assignments 
Psycho­
social 
-role modeling 
-acceptance 
-confirmation 
-counseling 
-role modeling 
-friendship 
-role modeling 
-sponsorship 
-exposure 
-information 
-recommendations 
-challenging 
assignments 
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Coach Peer Family 
-coaching -information -information 
-job-related sharing . sharing 
information -career 
-feedback strategizing 
-goals -job-related 
feedback 
-reinforcement -confirmation -confirmation 
-role modeling -emotional support -emotional 
-personal feedback support 
-friendship -personal 
feedback 
-friendship 
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In the following sections, research on the developmental 
functions of mentors, role models, sponsors, coaches, and 
peers will be discussed. 
Mentors 
The name "mentor" is derived from Greek mythology and 
implies a relationship between a young adult and an older 
more experienced adult (Kram, 1985a; 1985b). Alleman et al. 
(1984) define mentoring as "a relationship in which a person 
of greater rank or expertise teaches, guides, and develops a 
novice in an organization or profession" (p. 329). 
Mentoring relationships are generally informal, intense, 
and personal. Collins (1983) notes several characteristics 
of mentors who will be more capable of providing upward 
mobility to a career: 
1) higher up on the organizational ladder 
2) influential and close to lines of authority and 
power 
3) an authority in his or her field 
4) interested in a particular protege's growth and 
development 
5) willing to commit time and emotion to a 
relationship (p. 33). 
During the past 20 years, there has been a great deal of 
emphasis placed on the mentoring relationship. In his 
extensive study of 40 men, Levison (1978) concluded that 
intense mentoring relationships are very important in adult 
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development. Lombardo (1985) also points to the importance 
of mentors in the development of executives and leaders. 
Other surveys have found that managers who have had a mentor 
are more likely to be successful and to derive greater 
satisfaction from their careers (Roche, 1979). 
What are the developmental functions of mentoring 
relationships? Kram (1985a) who has done the most extensive 
research with regard to mentoring, suggests that mentors 
provide young adults with both career-enhancing and 
psychosocial functions. Mentors enhance the careers of 
their proteges by acting as coaches, providing feedback and 
advice, offering challenging work and protecting. Mentors 
also facilitate the manager's entry into the organizational 
political structure by providing visibility and exposure, by 
speaking up for the manager, and by introducing the manager 
to key political players (Collins, 1983). Through these 
functions, the mentors helps the younger manager establish a 
role in the organization, learn the ropes and prepare for 
advancement. 
In the psychosocial sphere, the mentor offers role 
modeling, counseling, confirmation and friendship, which 
Kram and Isabella (1985) point out, help the young manager 
develop a sense of professional identity and competence. 
Collins (1983) suggests that mentors boost self-esteem 
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simply by believing in the manager and encouraging him or 
her. 
The mentoring relationship also has developmental 
benefits for the mentor. Kram and Isabella point out that: 
"by providing these functions, an experienced mentor gains 
technical and psychological support, finds internal 
satisfaction in enabling a younger colleague to learn how to 
navigate in the organizational world and gains respect from 
colleagues for successfully developing younger talent for 
the organization" (p. 111). 
Some organizations have recognized the potential value 
of mentoring relationships and have established formal 
mentoring programs (Bernstein & Kaye, 1986). AT & T, 
Johnson & Johnson, Merrill Lynch, Federal Express, The 
Internal Revenue Service and the U.S. Army have all 
implemented policies to actively develop mentor programs 
(Zey, 1985). However, although mentoring programs are 
beginning to be used as formal development tools, there has 
been little systematic evaluation of these formal typés of 
programs (McCauley, 1986). 
Role Models 
It is a well documented finding and the crux of social 
learning theory, that people are more likely to repeat 
behaviors for which they observe others being rewarded. 
This is especially likely if they can identify with the 
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other person (Larwood et al., 1978). Both good and bad role 
models appear to be a vehicle through which managers develop 
(Lombarde & McCall, 1983). Moses and Richie (1976) found 
that behavioral role modeling is a powerful management 
development tool. 
Although mentors may also act as role models, a role 
model is not necessarily a mentor. Collins (1983) suggests 
that role models are important, impressive figures which can 
be admired, emulated and respected. Role models may be 
superiors, friends or subordinate and male or female 
Rawlins & Rawlins, 1983). They provide a career enhancing 
function by example only. However, they appear to play an 
important role in the development of a professional identity 
(Shapiro et al., 1978). 
Shapiro et al. (1978) point out that it is important to 
think of role models in the plural. They believe it is 
important to have multiple role models illustrating the 
range of options available. "Role models demonstrate what 
can be and what is possible for professionals without 
insistence on fidelity to a set of solutions adhered to by 
one particular model" (p. 53). 
Bucher and Stelling (1977) also point out that young 
professionals often engage in selective role modeling, using 
partial role models and picking some traits to emulate and 
rejecting others. Rawlins and Rawlins (1983) suggest that 
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particularly for complex skills, such as management, it is 
important to emulate specific characteristics of a number of 
different role models. Thus, it appears important that 
managers be exposed to a variety of role models in order to 
create for themselves, what Shapiro et al. (1978) refer to 
as a "composite ideal," a model that represents the kind of 
profession toward which they aspire. 
Unfortunately, little research exists on the role 
modeling process in the work setting. As Moses and Richie 
(1976) point out, these kinds of relationship experiences 
are typically unsystematic and unplanned. Behavioral 
modeling has been used in some training via films an video 
tapes. However, is clear that the power of role models in 
the work setting has not been fully harnessed as a 
management development tool. 
Sponsors 
A sponsoring relationship is generally less intense than 
a mentor relationship. Although strong patrons, sponsors 
are less powerful than the mentor in shaping the careers of 
proteges. Sponsors foster placement of the manager within 
the organization and help proteges get hired or promoted by 
providing information, job leads, professional contacts, and 
personal recommendations that tip the balance of opportunity 
in favor of the developing manager (Rawlins & Rawlins, 
1983). According to the Woodlands Group (1980) sponsors 
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also get proteges assigned to task forces or committees and 
other special growth assignments. 
A study by Roche (1979) points out the importance of 
sponsors, but also the confounding effects inherent in the 
literature on work relationships. In the study, 60% of 1250 
executives reported having had a sponsor. These executives 
who had had a sponsor earned more money at a younger age and 
were more likely to be in top level of management than 
executives who had not had a sponsor. However, although 
research such as this is frequently interpreted as evidence 
that sponsors make a tremendous difference, these effects 
are confounded with other factors such as managers' 
education. Those managers who are already high potential 
were also more likely to have been attractive to sponsors. 
Coaches 
Coaches or guides are also involved in less intense but 
personal relationships with managers. In a coaching role, a 
manager is typically assisted with some specific growth or 
learning need. In this teaching type of relationship, a 
coach facilitates development by setting challenging goals 
for the manager, and by providing feedback and 
reinforcement. A coach may also serve as a role model. 
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Peers 
Managers are also involved in numerous relationships 
with peers. "Peer strategists" (Rawlins & Rawlins, 1983) 
and "peer pal" (Shapiro et al., 1978) are also terms that 
have been used to refer to developmental work relationships 
with peers. Kram and Isabella (1985) note that peer 
relationships appear to have the potential to serve some of 
the same critical functions as mentoring and also appear 
more likely to be available. In the organizational 
hierarchy, an individual is likely to have more peers than 
supervisors or mentors. In addition, because of the lack of 
the hierarchical direction in peer relationships, Kram and 
Isabella believe* they may facilitate achievement of 
communication, mutual support, and collaboration. 
Most research on peer relationships has emphasized how 
peers help the manager get his or hep job done through 
exchange of services and information (Ranter, 1977). 
However, after extensive research, Kram and Isabella (1985) 
suggest that peer relationships also offer a range of 
developmental benefits similar to the career-enhancing and 
psychosocial functions of mentors. These career-enhancing 
functions include information sharing, job-related feedback 
and career strategizing. The psychosocial functions include 
confirmation, emotional support, personal feedback and 
friendship. 
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Kram and Isabella also identified several different 
types of peer relationships: information peers, collégial 
peers/ and special peers. Bach is characterized by a 
particular set of developmental functions, unique levels of 
trust and self-disclosure, and a particular context in which 
the relationship evolved. 
Information peers' primary developmental function is to 
exchange information about their work and the organization. 
In this relationship there is a lower level of trust and 
self-disclosure and contact is less frequent. These types 
of peer relationships appear to be quite common in 
organizations and a particular manager may be involved in 
many informational peer relationships. 
Collégial peers also provide information, but in 
addition, they provide the psychosocial benefits of support, 
confirmation and feedback. These are more intimate 
relationships and more limited in number. Kram and Isabella 
(1985) found that these relationships tend to be formed 
between people who at one time worked in same department. 
Special peers are the most intimate of peer relation­
ships. In these relationships there are high levels of 
trust and self disclosure in areas related to both work and 
family. Special peers provide the widest range of psycho­
social functions including support and confirmation as well 
as career-enhancing functions. Managers usually only have 
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one or two of these relationships if they have any at all. 
Because special peer relationships evolve over years, they 
provide the manager with a sense of continuity and 
stability. 
Family 
The increased numbers of men and women combining career 
and family roles has led to increased interest in the 
intersection of work and family roles (Kopelman, Greenhaus, 
& Connolly, 1983). The effect of family life and relation­
ships on careers is an important, although frequently 
overlooked issue for organizations: "Presumably, men and 
women do not shed their family relationships and experiences 
the moment they don business suits" (Crouter, 1984, p. 426). 
Family relationships may be as important to a manager's 
development as those relationships that are initiated at the 
work site. First, the family is a particularly potent 
source of emotional support as well as a provider of 
instrumental assistance. Family relationships may provide 
the resources necessary for managers to cope with stressful 
situations that arise on the job. Family relationships can 
also provide an alternative source of self esteem that may 
attenuate the effects of work stress (Billings & Moos, 
1982). 
Second, Crouter (1984) points out that spillover can 
occur from family to work. She refers to this as 
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"educational spillover," and suggests that it occurs when an 
individual learns something at home, such as a skill, 
attitude or perspective, that can be applied on the job. 
This spillover may be a particularly important source of 
learning in cases where both spouses in a dual career couple 
are involved in related careers. 
Thus, family relationships may be an important source of 
support which facilitates development at work, as well as a 
direct source of new learning. 
Summary 
A manager's network of contacts is complex and appears 
critical both to job success and development. This network 
includes supervisors, subordinates and peers in both lateral 
and vertical sectors of the organization. Persons in 
relationships with managers may take on one of a number of 
possible developmental roles including mentor, protege, role 
model, sponsor, coach, or peer. Family relationships may 
also be developmental assets for a particular manager. 
One problem that has plagued research in this area is 
the lack of clear definitions of these various work 
relationships. It is obvious that the functions and 
features of the roles previously discussed overlap to a 
considerable degree. However, some researchers believe that 
the specific relationship is less important than the 
functions provided (Z.emke, 1985). What appears to be 
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crucial in all of the relationships discussed are the 
career-enhancing and psychosocial benefits. 
Although the research presented in the previous sections 
indicates that we are beginning to understand which of the 
functions are important, little research exists on which 
persons in the manager's network are likely to provide 
developmental functions. In order to foster development-
enhancing relationships, additional research is needed. 
Work Relationships and the Development of Women Managers 
A network of work relationships clearly has 
developmental benefits for managers. However, it has been 
suggested that women do not benefit from work relationships 
to the same degree as their male colleagues. In our earlier 
review of gender differences, it was documented that women 
appear to interact less with co-workers and superiors. In 
addition, other research indicates that women tend to rely 
on formal organizational structures and do not differentiate 
formal from informal structures as well as men (Hennig & 
Jardim, 1977; Reif, Newstrom, & Monczka, 1975). In 
addition, Stewart and Gudykunst (1982) found that women who 
were advancing in the organization perceived the help of a 
friend and communication with supervisors to be important to 
their promotions. 
In addition to the developmental functions discussed in 
the previous section, relationships appear to be important 
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for acquisition of power within an organization. Schein 
(1978) points out that managers are "political brokers" 
whose power results from coalitions and alliances: "All of 
these liaisons and contacts revolve around an informal 
network of people, built up over time, through the 
development of relationships both on and off the job" 
(Schein, 1978, p. 264), 
The importance of relationships in organizational 
influence has been well documented in the literature (Brass, 
1985; Kanter, 1977; Welch, 1980). This is often called the 
"old boy's network or club." Schein (1978) believes that 
women may be excluded from "one of the most significant 
components of power acquisition—the development of informal 
influence relationships" (p. 265). 
Thus, to summarize, the literature indicates that work 
relationships may be more difficult for women to establish, 
at least with co-workers and supervisors. But, 
relationships may be particularly important for womens' 
acquisition of power, as well as for the developmental 
functions denoted earlier. 
Barriers to Informal Work Relationships for Women 
Why might women be less integrated into the informal 
networks in organizations? No clear answers exist, but a 
number of potential explanations have been postulated. 
These involve preference for interacting with those of a 
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similar gender, sex role stereotypes, difficulties with 
cross-gender relationships and intentional discrimination. 
Preferences for same-gender interactions. The first 
explanation concerns the ease of communication and' 
preference for interacting with persons with similar 
attitudes, values and experience (Brass, 1985). Hennig and 
Jardim (1977) point out that in most organizations, the 
informal system of relationships is based on male culture 
and experience. Informal, work relationships with the 
opposite gender may cause discomfort due to unfamiliarity 
(Ranter, 1977). 
Hendrick (1981) has suggested that organizations are in 
a transition time in which procedures for building informal 
professional relationships between men and women have not 
yet been established. Thus, "mentors of one gender may feel 
uncomfortable in informal setting populated mainly by 
members of the other and may prefer interactions with 
persons of their own gender" (Brass, 1985, p. 328). 
Difficulties with cross-gender relationships. Second, 
several researchers have discussed the difficulties involved 
with cross-gender work relationships. 
Effective developmental relationships pose a 
dilemma in cross-gender relationships: on one hand 
the desire to develop subordinates pulls one closer 
to them while on the other hand, a desire to avoid 
complicated male-female relationships pushes one 
away from them" (Clawson & Kram, 1984, p. 172). 
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Schein (1978) points out that as a result of this discomfort 
about cross-gender relationships, women are excluded from 
lunch and after work "shop talk," which limits their 
information about other functional areas and future 
activities. Problems with cross-gender relationships may 
also prevent the development of mentors and peer 
relationships. White et al. (1981) point out that males are 
often reluctant to sponsor a woman's career and Burke et al. 
(1976) also found that individuals generally ask for help 
from co-workers of the same gender. 
Effects of sex role stereotypes on interactions. A 
third factor preventing women's integration into informal 
networks results from the sex role stereotypes discussed in 
earlier sections. If a female manager is perceived in 
accordance with sex-role stereotypes by subordinates, 
coworkers and superiors, her relationships with them are 
likely to be affected. Several studies have tested and 
found some support for the "sex role congruency hypothesis," 
which suggests that women managers who exhibit behavior that 
is congruent with their female sex role, will be evaluated 
more favorably. 
This suggests, that identical managerial behaviors will 
be perceived differently if exhibited by a man or woman and 
will likely, in turn, lead to different kinds of 
interactions. For example, Bartol and Butterfield (1976) 
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found that females were evaluated more favorably if they 
exhibited consideration types of leadership behaviors, while 
males were evaluated more favorably if they engaged in 
initiating structure behaviors. The researchers suggest 
that these differential standards hamper men and women from 
developing a whole range of leadership behaviors. 
Similarly, Petty ànd Lee (1975) found that consideration 
displayed by female managers correlated more highly with 
subordinate's satisfaction than consideration displayed by 
male managers. Since sex role stereotypes suggest that 
women should be more considerate, subordinates with female 
superiors who used initiating structure, were less satisfied 
with their supervisors. 
Wiley and Eskilson (1982) also found that adoption of 
similar power strategies by men and women were not perceived 
equivalently. • The researchers used a series of vignettes 
describing an interaction between two person in a 
corporation. They found that males were perceived as 
significantly more powerful and evaluated more positively 
than females when influencing another male. A male 
influencing another male was perceived as most powerful and 
a female influencing a male as least powerful. Women were 
also rated more positively when they used reward power, 
which can be viewed as more nurturant and congruent with the 
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female sex role, while men were evaluated more positively 
when they used expert power. 
Thus, it is apparent that male and female managers are 
perceived differently, in relation to sex role stereotypes. 
This undoubtedly impacts formal as well as informal 
relationships at work. 
Intentional discrimination. A fourth explanation for 
gender differences in work relationships is that women are 
intentionally excluded from informal networks. Brass (1985) 
suggests that "men, as the typically dominant group in most 
business organizations, wish to maintain that dominance by 
intentionally excluding women from informal interactions" 
(p. 328). Albrecht (1983) reported that interviews with 
women professionals in areas dominated by men, indicated a 
feeling of exclusion from social interactions. 
Therefore, although it is not clear which of these 
factors cause women's lower degree of integration into the 
informal relationship structure, it is clear that 
relationships are at least as important to female managers 
as they are to male managers. In the following sections, 
existing literature on the importance of specific types of 
relationships to the development of women managers will be 
discussed. 
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Women and Mentors 
The literature indicates that women may have mentors as 
often as men, but that these mentors are more important to 
career progress for women than men. Roche's (1979) research 
found that women tended to have more mentors than men. 
However, Collins (1983) after surveying 400 professional 
women suggests that male mentors may teach their female 
proteges different skills than their male proteges. 
Collins research led her to conclude that men are 
assisted in ways that develop leadership, and develop the 
ability to take risks, and by giving direction and providing 
information. Women on the other hand, were assisted by the 
giving of encouragement and support, by instilling 
confidence, by providing growth opportunities, by opening 
doors, and by providing visibility within the organization. 
Thus, women appear to be provided with more psychosocial 
functions and men with more career enhancing functions. 
Women and Role Models 
Because of the scarcity of women in male-dominated 
fields such as management, the need for women role models 
has been repeatedly proclaimed (Douvan, 1976; Hennig & 
Jardim, 1977; Shapiro et al., 1978). Most researchers have 
implied that male role models are irrelevant for the woman 
manager. This idea appears based on the social learning 
theory principle that behavior modeled by a similar other is 
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more likely to be repeated. Therefore, women are thought to 
be at a disadvantage because there are fewer gender similar 
others in the work place, particularly in higher levels. It 
appears likely that there is some truth to these 
assumptions. Female role models, as Shapiro et al. (1978) 
suggest, may be "a key variable in the successful resolution 
of professional identity and female self-concept for female 
professionals" (p. 53). 
However, the importance of female role models does not 
mean that women do not benefit from male role models. 
Shapiro et al. (1978) suggest that both women and men should 
be encouraged to use both men and women for "partial role 
models." Women managers may need to look to female role 
models for modeling in areas specific to the female 
experience such as combining pregnancy and career or 
managing cross gender relationships at work. But, women 
managers may look to male or female models for modeling 
involving job skills. 
Women and Peer Relationships 
During the past decade there has been a proliferation of 
the women's networking phenomena, both inside and outside 
the organization. The current popular literature convey, the 
message to women that "you must work together, you must help 
one another, and make the way easier for other women coming 
after" (Warihay, 1980, p. 55). 
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The belief exists that because women have been left out 
of men's informal networks, they must create their own 
network to counteract the feeling of separateness from being 
in a "man's world" (Welch, 1980). The preface to a popular 
networking book for women suggests that women's networks 
provide many of the functions that peer relationships were 
said to offer in the previous sections: 
This book will show you how to network. It will 
show you how to do deliberately what men have 
always done without having to think about it—that 
is, develop and use your contacts. For inside 
information. For advice and ideas. For leads and 
referrals. For moral support when the going gets 
rough. Or just for someone to talk to in 
confidence . . . who understand what it is like to 
be a woman working in a man's world (Welch, 1980, 
pp. 3-4). 
One theme is clear: Men and women both form peer 
alliances and benefit from them. But, women may form 
alliances with women more than they do with men. A study 
cited by Morris (1980) suggests that women are as adept as 
men at building informal networks, within their own gender. 
Morris concludes that as a result, two segregated networks 
are operating within organizations. The emotional support 
provided by other women, who are best able to identify with 
other women, may be beneficial. However, networking only 
with other women, may limit the female manager, particularly 
in organizations dominated by men. 
In addition, research has indicated that co-worker 
relationships may have less stress buffering value for 
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working women than men. For instance, Holahan and Moos 
(1981) found that positive interpersonal relationships in 
the job setting were related to the personal adjustment of 
men but not women. Wetzel and Redmond (1980) also found an 
inverse relationship between peer support at work, and 
depression for men, while this same relationship was not 
found for women. Thus, this research suggests that peer 
relationships at work may function differently for women 
than they do for men. 
Women and Family Relationships 
In households in which a female manager and her spouse 
both work, the brunt of household responsibility and child 
care still frequently falls on the shoulders of the female 
spouse. It is well documented that the demands of balancing 
work and family tend to be a greater problem and more 
stressful for female managers than male managers (e.g., 
Davidson & Cooper, 1983). Thus, supportive or non-
supportive family relationships may have particularly 
significant effects for a woman's career. 
Billings and Moos (1982) found that for men, work stress 
was buffered by work and family relationships. For women 
however, only family relationships buffered work stress. 
They conclude that "social support at work may not be as 
critical to . . . married women's well-being. Such women 
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may derive much of their support from family relationships" 
(p. 226). 
Beutell and Greenhaus (1982) also cite evidence that a 
supporting husband, who helps his wife with career and 
family is especially important for minimizing women's role 
conflicts. By making the pursuit of career easier, he 
facilitates her development at work. Historically, and even 
now, many male managers have had the advantage of a 
"corporate wife," who supported him and facilitated his 
career progress. In most cases, similar relationships have 
not existed for women to the same degree. 
Summary 
Work relationships may have particularly potent 
developmental benefits for women, specifically in terms of 
power acquisition and emotional support. However, women do 
not appear to have established networks within the 
organization with other male co-workers. Thus, women may 
not have access to the same power and information advantages 
that such relationships offer. Some potential explanations 
for why women have been less integrated into informal 
networks include manager's preferences for same-gender 
interactions, difficulties with cross-gender relationships, 
the effects of sex role stereotypes on interactions and 
intentional discrimination. 
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With regard to specific types of relationships, mentors 
may be particularly influential to the progress of women 
managers. Although female role models may be important in 
modeling ways to combine feminine and career roles, male 
managers are also powerful sources of vicarious learning. 
Women have formed strong peer relationships, particularly 
with other women. But, the gender segregation of peer 
networks in organizations may limit female managers, who are 
fewer in number, in terms of information and power. 
Supportive family relationships may also be critical for 
women who are striving to combine career and family roles. 
Management Development and Management Practices 
Management practices are rarely recognized as playing a 
formal role in the management development process. However, 
the literature suggests that organizations' policies and 
management practices may facilitate or hinder managers' 
growth. Formal career planning, coaching, performance 
appraisal, accurate feedback and encouragement are all 
practices thought to enhance manager's development. 
In many ways, management practices appear to be the 
catalyst required for learning to occur through each of the 
previously discussed approaches: traditional management 
development, on-the-job management development and work 
relationships. Managers who are concerned with their 
subordinate manager's growth may give more challenging 
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assignments and job experiences. They may foster 
developmental relationships and encourage participation in 
formal classroom learning events. 
In the following sections some of the management 
practices typically considered to be facilitators of 
management development will be discussed. In addition these 
practices will also be reviewed in terms of their 
implications for female managers. 
Management Practices that Facilitate Management Development 
Performance Appraisals and Feedback 
In order for managers to learn and develop, they need 
accurate feedback on their performance so they know how they 
are doing and where changes should be made (Hall, 1976; 
Stewart & Stewart, 1978). When used effectively performance 
appraisal can be one of management's most powerful 
development tools. 
However, in many organizations, performance appraisal 
exists on paper, but not in practice. Hall (1976) suggests 
that performance appraisal does not need to be formal to be 
effective: "In fact, better learning may come from a 
periodic general discussion of how the manager's job has 
been going, what the problem areas are, how they can be 
resolved, what objectives lie ahead for the next few months, 
and what the boss can do to help" (Hall, 1976, p. 156). 
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Feedback is also an important means of developing 
managers. If a manager's performance is deficient, work 
objectives and time tables can be set up for improving 
performance. HcCarty (1986) also found that feedback plays 
a crucial role in influencing an individual's confidence 
about future performance. Finally, positive feedback can 
also act as a reinforcer, increasing motivation. 
Career discussions. Career-related discussions allow 
managers to talk about their aspirations and allow their 
superiors to keep them abreast of opportunities within the 
organization. It is frequently through a manager's 
immediate superior that his/her interests, developmental 
needs and capabilities are transmitted to those who decide 
on new assignments. 
Encouragement, reinforcement and support for management 
development. People tend to repeat behavior that is 
rewarded. Hall (1976) suggests that one of the best ways to 
ensure that a manager's development continues is by 
rewarding positive performance and development. This can 
take the form of feedback on good performance, public 
recognition, a complimentary memo, or even a promotion or 
pay raise. 
Goal setting. Goal setting is a relatively simple 
management practice that may have a major impact on 
managers' development (London, 1985). Setting relatively 
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specific, difficult goals has repeatedly been found to 
increase motivation (Locke, Shaw, Saari & Latham, 1981). 
Thus management may foster the development of manager's 
simply by encouraging the setting of goals and formulation 
of action plans. 
Summary 
Management itself may play a critical role in developing 
managers in the organization. The practices of management 
may foster development by facilitating development through 
formal training, relationships or on-the-job experiences. 
In addition, some management practices appear to have 
developmental properties in their own right. For example, 
performance appraisal, feedback, career discussions, 
encouragement and reinforcement, and goal setting appear not 
only to be good supervisory practices, but good management 
development practices. 
Although the literature is replete with opinions on how 
these types of practices can enhance manager's growth, 
% 
management practices have rarely been studied in terms of 
management development. Thus, research is needed to 
determine more specifically, which management practices are 
most beneficial to managers' growth. 
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Management Development and the Development of 
Women Managers 
Literature with regard to the effects of specific 
management development practices on female managers is 
basically non-existent in most areas. Although there is 
little reason to believe that these practices would effect 
women in significantly different ways, sex role stereotypes, 
women lower self-efficacy expectations and women's fewer 
interactions with their superiors may lead to some 
differential effects. In the following sections, potential 
gender differences in performance appraisal, feedback, 
career discussions and reinforcement will be discussed. 
Performance Appraisal and Women Managers 
Performance appraisal appears to be one of the critical 
areas in which gender differences due to sex bias may 
negatively influence female manager's development. The 
literature on sex bias in performance evaluation is 
voluminous but confusing (Peters, O'Connor, Weekley, Pooyan, 
Blake, & Erenkrantz, 1984; Pheterson, Kiesler & Goldberg, 
1971; Shore & Thornton, 1986). In a major review of the 
literature, Nieva and Gutek (1980) found that although most 
studies indicated a pro-male bias, evidence in which females 
are evaluated more favorably has also been found. Landy and 
Farr (1983) concluded that female ratees were likely to 
receive less favorable evaluations than their male 
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counterparts, when employed in male stereotyped jobs such as 
managerial positions. 
Nieva and Gutek (1980) suggest that sex role stereotypes 
are most likely to influence performance evaluations when 
ratings require a great deal of inference: 
Without specific and concrete information about the 
merits of an individual relevant to the demands of 
particular situations, judges tend to resort to 
inferences based on what is generally known about 
the group to which the person belongs (Nieva & 
Gutek, 1980, p. 271). 
Thus, in situations where inferences must be made to 
future contexts (such as in promotion decisions) if 
evaluation criteria are ambiguous, bias in favor of males is 
likely to result. Thus, women may receive less accurate 
feedback and evaluations of their performance than their 
male counterparts. 
Research also exists suggesting that attributions 
regarding the causes of performance also vary with the 
gender of the performer. For example. Garland and Price 
(1977) found that males who had negative attitudes towards 
women as managers more often attributed female manager's 
success to luck or an easy job, than to ability or hard 
work. Thus, even when women are evaluated positively in 
their managerial jobs, stereotypical expectations cause a 
women's success to be attributed to factors unrelated to 
ability. 
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Feedback and Women Managers 
There is some evidence which suggests that feedback may 
be particularly important for female managers. Lenney 
(1977) found that feedback appears to moderate women's 
tendencies to denigrate their chances for career success. 
McCarty (1986) reports a number of studies in which gender 
differences in self-confidence were decreased with accurate 
performance feedback. 
In a study designed to replicate the gender differential 
effects of feedback, McCarty (1986) found that in the 
absence of feedback, women are more likely than men to 
underestimate their potential to excel at a task, and to 
give lower self-evaluations of completed performance. 
McCarty concluded that although feedback is important for 
men, it may be even more essential for women. 
Career Discussions and Women Managers 
As noted earlier, male managers interact more with their 
supervisors and feel more positively toward these inter­
actions than do women. Regular, positive interactions are 
critical to most supervisory practices and may be 
particularly important for frank career discussions. If 
women do not interact as frequently with their supervisors 
or feel less positively about these interactions, 
developmental discussions may be curtailed. In addition, 
sex role stereotyping, may play a significant role in 
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limiting the organizational opportunities that are discussed 
with women. 
Reinforcement, Support/ and the Woman Manager 
If women are perceived as less suitable for management 
positions, they may not receive as much encouragement to 
prepare for higher level positions. Hackett and Betz (1981) 
suggest that encouragement and persuasion toward a given 
behavior function to increase self-efficacy expectations, 
while lack of encouragement or overt discouragement may 
decrease efficacy expectations. Thus, although women's 
self-efficacy expectations may already be lower than men's, 
they are probably less likely to receive encouragement for 
some managerial behaviors that are incongruent with the 
female sex role stereotype. 
Summary 
Certain management practices are likely to have positive 
contributions to the development of both male and female 
managers. However, there is substantial evidence to suggest 
that sex role stereotypes may affect the performance 
evaluations and encouragement women receive as well as 
career discussions with superiors. In addition, feedback 
and encouragement may be particularly important for building 
women's self-efficacy expectations, an area in which gender 
differences may exist. 
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PURPOSE OF THE STUDY 
Rationale 
The literature review in the previous section focused on 
two primary domains of research: 1) differences between 
male and female managers and 2) approaches to management 
development. This study will address the intersection of 
these two research areas by examining potential gender 
differences in management development that occur in the job 
setting. 
Gender Differences 
In order to determine whether men and women differ in 
managerial characteristics, literature was examined on the 
characteristics required to be an effective manager. 
Several characteristics which were repeatedly noted as 
critical include motivation to excel; ability to wield power 
and influence people; leadership skills; the ability to 
analyze and solve problems; technical, organizational and 
environmental knowledge; interpersonal skills; resilience to 
stress; and the ability to learn new skills quickly in new 
situations. 
When men and women are compared on these dimensions, the 
literature indicates strikingly few significant differences. 
Three areas in which women may require additional develop­
ment however, include access to power, self-confidence or 
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self-efficacy expectations, and interpersonal relationships 
with peers and superiors. 
Clearly, women managers are more similar than dissimilar 
to their male counterparts. However, even in the 1980s 
stereotypes about what managers should be like and what 
women are like, leads to the perception of gender 
differences in the suitability and performance of women in 
managerial positions. Repeatedly, studies have found that 
characteristics associated with successful managers are more 
often attributed to men than women. If women are seen as 
less suitable for managerial positions, particularly those 
at higher levels, their development and preparation for 
these positions may be blocked in subtle ways. 
As a result of focusing on perceived gender differences 
rather then gender similarities, women have been encouraged 
to participate in special management development programs 
for women. Historically these "for women only" programs 
dealt with women's perceived (and sometimes actual) 
managerial deficiencies and issues thought to-be of 
relevance to women specifically. 
No doubt, many of these programs were beneficial for 
women, but recent studies suggest that sex-based treatment 
may actually undermine women's job satisfaction and self-
confidence. The recent trend has been toward integrating 
women into mainstream management and developing male and 
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female managers in identical ways. However, no literature 
exists to address the question of whether management 
practices that have been used to develop male managers have 
identical effects on women. 
Management Development 
Unfortunately, we know very little about the 
effectiveness of management development in general, and 
virtually nothing about its impact on women managers. One 
obstacle has been a lack of conceptual models or theories 
for understanding the processes underlying management 
development. 
In the literature review traditional management 
development approaches as well as developmental experiences, 
relationships and management practices that occur on the job 
were analyzed. An attempt was made to discern underlying 
differences in learning processes that may differentiate 
these approaches and influence their effectiveness. These 
approaches were examined with respect to the methods used, 
learning objectives, the incorporation of conditions which 
facilitate learning and transfer, time, expense and 
empirical evaluations of effectiveness. 
The management development approaches that have been 
traditionally employed are information presentation 
approaches and simulations. Information presentation 
methods such as lectures and discussions, focus on 
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acquisition of cognitive knowledge. The information 
presentation approach appears weakest in its incorporation 
of conditions that facilitate learning: Learners are 
relatively passive, there is little reinforcement for using 
acquired knowledge, goals are broad, the learning situation 
is dissimilar to the manager's job, and practice in 
application is often minimal. Some of the major advantages 
of information presentation methods are insight to 
underlying conceptual processes and efficiency in terms of 
time and expense. In addition, it is possible for large 
numbers of managers to be trained simultaneously using his 
approach. 
Simulation methods, in which managers are presented with 
a simulated aspect of the managerial job, include business 
games, case studies, and role plays. Simulations 
incorporate substantially more of the conditions which 
facilitate learning. Specifically, managers are actively 
involved, the job and learning situation are similar, and 
there is greater opportunity for reinforcement, knowledge of 
results and understanding of applications. However, 
simulations are also typically expensive, time consuming and 
allow only a few managers to be trained at one time. 
In this study, primary focus is on development that 
takes place on the job, through experiences, relationships, 
and management practices. In recent years, there has been 
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renewed interest in taking advantage of the managerial 
learning that results from on-the-job experiences. Studies 
of executives suggests that on-the-job experiences are 
critical to development. Unfortunately, two factors that 
have limited the widespread systematic use of on-the-job 
development techniques are the existing concept of 
management development as a classroom phenomena, and a lack 
of empirical research. 
On-the-job experiences involve more whole-person 
learning in that cognitions, attitudes, emotions and 
1 
behaviors are all involved. Some of the events that appear 
to accelerate management development are job rotation, 
committee assignments, task forces, special projects and 
certain types of assignments. It has been suggested that 
what is critical about these types of events is that they 
involve increased power and responsibility, early 
development of leadership skills, learning to work through 
people, coping with physical and mental strain, and, 
learning on the run. 
One of the reasons job experiences may be an effective 
way to develop mangers, is the high degree of incorporation 
of conditions that facilitate learning: participants are 
actively involved, they receive meaningful feedback and 
reinforcement, they expect outcomes related to their 
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long-term success, they are challenged, and the learning 
situation is identical to the manager's job. 
Thus, on-the-job experiences hold considerable promise 
as an effective, inexpensive means of developing managers. 
However, we know very little about on-the-job development 
from an empirical standpoint. Before the learning processes 
that lead to development on the job can be clearly 
determined, a better understanding of the specific job 
experiences that contribute to development is required. 
Managers work relationships appear to be an additional 
on-the-job vehicle for management development. Managers are 
embedded in a network which includes superiors, 
subordinates, and peers, both in lateral and vertical 
sectors inside and outside the organization. Persons in 
relationships with managers may play one of several 
developmental roles including mentor, protege, role model, 
sponsor, coach, or peer. Family relationships may also 
facilitate managers' growth. 
What appears to be most critical about these relation­
ships is not the specific role, but the career-enhancing and 
psychosocial functions they serve. However, although 
literature has begun to accumulate on the developmental 
functions of work relationships, we know very little about 
specifically which persons in a manager's network are most 
likely to contribute to their development. 
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Management practices may also be an important facilita­
tor of on-the-job management development. Management may 
facilitate the development of managers in the organization 
by encouraging participation in traditional classroom 
activities, by making challenging job assignments, and by 
fostering job relationships. In addition, some basic 
supervisory practices, such as performance appraisal, career 
discussions, reinforcement, and goal setting, appear to have 
developmental properties in their own right. However these 
types of management practices are typically not studied from 
a management development perspective. Additional research 
determining more specifically which management practices are 
likely to contribute to managers' development would be 
useful. 
On-the-Job Development and Women Managers 
In general, management development is a poorly 
understood process. Even less is known about on-the-job 
approaches to developing managers and the development of 
women managers. Although this study will focus on 
determining the job experiences, relationships and 
management practices that are important for managers in 
general, its primary focus will be on potential gender 
differences in these on-the-job experiences. 
In the literature review, considerable attention was 
given to possible reasons why gender differences in on-
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the-job management development may exist. On-the-job 
experiences may be particularly important for women because 
sex role stereotypes may limit women's access to on-the-job 
growth opportunities in the past. Research indicates that 
women have been less likely to be given challenging 
assignments. In addition, on-the-job experiences may be 
particularly important for women by providing them access to 
power, by building their self-efficacy expectations and by 
facilitating the development of work relationships. 
The literature also suggests that work relationships may 
also be particularly important for women. In addition to 
the same career-enhancing and psychosocial benefits derived 
by men, informal relationships may provide women with 
greater access to sources of power. Women also appear to 
have fewer opportunities to develop the same types of 
relationships that men have. Preferences for same gender 
interactions, discomfort with cross-gender work relation­
ships, interactions tainted by sex role stereotypes and 
intentional exclusion from "the old boy's club" may be some 
reasons to suspect gender differences in developmental 
relationships. 
Women appear equally adept at forming peer networks, 
that are beneficial for the same reasons men's networks are 
valuable. However, women who only form relationships with 
other women may be hindered in a profession that is still 
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dominated by men. Segregated informal networks may limit 
women's access to power and information. 
Management practices are likely to be at least as 
important to women as men. Furthermore, the literature 
suggests that some practices such feedback and encouragement 
may be even more important for women because they enhance 
self-efficacy éxpectations. However, once again, sex role 
stereotypes may lead to differential treatment of women, 
particularly in the areas of performance appraisal, career 
discussions, and encouragement. 
To summarize, it is obvious that many women have been 
successful at entering managerial positions. Equal 
opportunity guidelines have removed some of the unfair 
barriers faced by women in selection and access to formal 
training opportunities. However, whether or not women have 
the same access to informal opportunities once on the job, 
is unclear. Therefore, the topic of this study may also be 
important one from a legal perspective, for organizations. 
If women do not have equal access to the subtle on-the-
job management development opportunities required for 
promotion to upper level positions because of their gender, 
a company could be viewed as discriminatory. In the future, 
these more subtle barriers may become an increasingly 
important area of scrutiny. 
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Obviously/ compliance with legal guidelines is not the 
only reason it is important for organizations to understand 
how management development effects women. If current trends 
continue, large numbers of women will continue to enter the 
labor force. It is estimated that in the year 1990, 
two-thirds of those entering the work force will be women. 
In order for organizations to take full advantage of their 
management potential, women managers must be developed. 
To develop women managers effectively, it is important 
to know whether the management development processes that 
have worked for the traditional male manager, are equally 
beneficial for women. However, to avoid the potentially 
harmful effects of inappropriate preferential management 
development of women, it is also important to understand 
gender similarities in management development. 
Research Questions 
On-the-job management development and gender differences 
in management development are both areas in which research 
is nearly non-existent. Research on the specific types of 
on-the-job experiences, relationships and management 
practices that are most likely to enhance managers 
development would be useful for understanding the management 
development process. In addition, such research may 
facilitate more widespread, systematic use of on-the-job 
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management development techniques. Therefore, a portion of 
this study will address the following questions: 
1. Which work relationships are managers most likely to 
perceive as contributing to their development? 
2. Which on-the-job experiences are managers most likely to 
perceive as contributing to their development? 
3. Which management practices are managers most likely to 
perceive as contributing to their development? 
4. Which factors are managers most likely to perceive as 
hindering their development? 
The second portion of this study will be devoted to 
examining potential gender differences in on-the-job 
management development. Because male and female managers 
are more similar than dissimilar, there is reason to believe 
that there are no gender differences in the experiences 
which contribute to their development. Conversely, evidence 
has also been presented which suggests that gender 
differences in informal management development processes may 
exist. Therefore, this study will be exploratory and will 
address the following questions: 
5. Are the work relationships perceived by managers as 
contributing to their development significantly 
different for male and female managers? 
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6. Are the on-the-job experiences perceived by managers as 
contributing to their development significantly 
different for male and female managers? 
7. Are the management practices perceived by mangers as 
contributing to their development significantly 
different for male and female managers? 
8. Are the factors perceived by managers as hindering their 
development significantly different for male and female 
managers? 
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METHOD 
Description of the Organization 
The data to be used in this study were collected at The 
Honeywell Corporation, a Minneapolis-based multinational 
manufacturer of computers and controls. Approximately 
97,500 employees work for this labor-intensive organization. 
Employees are spread across 17 states and 26 countries. 
Nearly 5%, or 5000 of these employees are managers. 
Materials 
Data were collected using a 155 item, machine-scored 
questionnaire. This questionnaire and the data collected 
were part of a large-scale internal management development 
study. The questionnaire, which is presented' in Appendix A, 
is divided into four sections: 1) individual demographics, 
2) relationships, 3) on-the-job experiences, 4) management 
practices and 5) hindrances. Items in each of these 
sections were selected by industrial psychologists and 
management development specialists on the basis of 
experience and the management development literature. Each 
of these major areas of the questionnaire will be described 
in the following section. 
Individual Demographics 
The questionnaire (Section I, items 1-42) requested 
subjects to provide demographic information with regard to 
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general information (such as gender, age and ethnic group), 
and management experience (such as current level and prior 
jobs and divisions). In addition, subjects were asked about 
their formal management training (such as management courses 
taken and level of formal education) and performance/ 
contributions (such as self-assessments of current 
performance and job stage). These individual demographics 
are listed in Table 4. 
Relationships 
In the relationships section of the questionnaire, 
(Section II, items 1-16) subjects were asked to report on 
the key relationships that affected their management 
development. From a list of 13 possible relationships, 
subjects were asked to indicate which of the relationships 
had contributed most to 1) improved performance at their 
current level, 2) improved performance at their previous 
level and 3) promotability from previous level to current 
level. Rating was not done on a continuous scale but by 
simply checking those relationships which did contribute to 
development and leaving blank, relationships which were not 
primary contributors to development. In essence, this type 
of rating creates dichotomous yes/no data. 
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Table 4. Individual demographics 
Questionnaire 
Variable Item 
General 
Gender 1 
Ethnic group 2 
Age 3 
Organizational tenure 4 
Management Experience 
Years in management with company 5 
Current managerial level 6 
Years in current managerial level 7 
Number of jobs held within current level 8 
Years in current job 9 
Current business area 10 
Current function 11 
Number of divisions worked in 12 
Current division 13 
Additional functional areas worked in 14-23 
Number of subordinates 24 
Formal Management Development 
Number of corporate courses taken 25 
Number of outside courses taken 26 
Level of management coursework as part of 
a degree 27 
Highest non-management degree held 28 
Interest in promotion 29 
Performance and Contributions 
Own opinion of performance level 30 
Others' opinion of performance level 31 
Own opinion of current job stage 32 
Others' opinion of current job stage 33 
Professional contributions made at current 
level 34-42 
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On-the-Job Experiences 
Subjects weré also asked to report on-the-job 
experiences (Section III, items 1-33) which they believed 
had contributed most to their management development. From 
a list of 30 possible on-the-job experiences, subjects 
indicated which experiences had contributed most to 1) 
improved performance at their current level, 2) improved 
performance at their previous level and 3) promotability 
from previous to current level. Rating again resulted in 
dichotomous data. 
Management Practices 
In addition, subjects reported on the management 
practices that had the most impact on their development 
(Section IV, items 1-27). From a list of 24 management 
practices, subjects indicated which management practices had 
contributed most to: 1) improved performance at their 
current level, 2) improved performance at their previous 
level and 3) promotability from previous to current level. 
Rating again resulted in dichotomous data. 
Hindrances 
Subjects were also asked to report on factors that 
hindered their development (Section V, items 1-37). From a 
list of 33 items, subjects again indicated which 
organizational factors most hindered 1) performance in their 
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current level, 2) performance at their previous level, and 
3) promotability from previous level to current level. The 
rating procedure, resulted in dichotomous data. 
Procedure 
Questionnaires were mailed to 4600 managers in the 
company. Managers from all major divisions were asked to 
participate in the study by voluntarily completing the 
8-page questionnaire. Subjects were assured that the 
information they provided would be held in confidence and 
would only be reported as group data. In addition, subjects 
were given the opportunity to provide feedback on the 
questionnaire's completeness and format. Finally, subjects 
were thanked for their assistance with the study at the end 
of the questionnaire. 
Subjects 
Description of the Total U.S. Sample of Managers 
Nearly 80% or 3679 managers returned completed 
questionnaires. Descriptive statistics for the total sample 
of U.S. managers in the organization are presented in the 
first column of Appendix B. 
Ninety percent (3250) of the managers in this total 
sample were male and 10% (329) were female. Nearly all of 
the managers were white (95%), were age 35 or older (89%) 
and had been employed by the company for at least three 
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years (95%). Approximately 90% had also been in management 
for at least three years and most subjects were either in 
supervisory (44%) or middle (42%) levels of management. 
Selection of the Sample Used in the Present Study 
In the present study, data from 654 of the managers in 
the total U.S. sample were used. Specifically, nearly all 
of the female managers' data were included in the analyses. 
However, a stratified random sample of approximately 10% of 
the data from male managers were used in the present study. 
Male managers were selected to maximize the similarity of 
the male sample to the composition of the total male sample 
in the organization in terms of managerial tenure and 
managerial level. 
The size of the male sample was reduced for two primary 
reasons. First, for the statistical procedures to be 
conducted, it was desirable to have approximately equal 
numbers of male and female managers. Second, it was 
believed that reducing the number of managers for whom data 
were analyzed would not significantly reduce either the 
information obtained or statistical power of the study, but 
would significantly minimize computational costs. 
First, contingency tables for both male and female 
managers were computed, depicting the percentage of managers 
at each management level and managerial tenure 
classification. Managers for whom data on management level 
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or managerial tenure was not available were deleted from the 
sample used in the present study. 
Female Managers 
In the present study, 322 of the managers were women. 
Management level by tenure data for female managers is 
presented in Table 5. This table indicates that the 
majority of female managers were in the supervisory or 
middle levels of management (95%) and had worked in 
management for 3-10 years (63%). 
Male Managers 
A contingency table depicting the percentage of male 
managers at each managerial level and managerial tenure 
classification was also computed for the total sample of 
male managers and is presented in Table 6. 
A Statistical Analysis System procedure suggested by B. 
Meador (personal communication, November 1987) was used to 
select a stratified random sample from the total sample of 
male managers. The stratified random sampling procedure is 
similar to that described by Scheaffer, Mendenhall, and Ott 
(1979). Specifically, the procedure involved selecting a 
predetermined number of male managers from each managerial 
level or strata. The number of male managers to be selected 
was determined such that the number of male managers in the 
sample would be representative of the number of male 
Table 5. Management tenure x management level: Female managers 
Management level 
Middle 
Supervisors Managers Directors Executives 
Less than 
1 year 21® (6.52%)b 1 (.31%) 0 (.00%) 0 (.00%) 22 (6.83%) 
1-2 years 46 (14.29%) 9 (2.80%) 0 (.00%) 0 (.00%) 55 (17.08%) 
3-5 years 80 (24.84%) 40 (12.42%) 5 (1.55%) 0 (.00%) 125 (38.82%) 
6-10 years 42 (13.04%) 29 (9.01%) 5 (1.55%) 2 (.62%) 78 (24.22%) 
11-15 years 14 (4.35%) 16 (4.97%) 3 (.93%) 0 (.00%) 33 (10.25%) 
16-20 years 4 (1.24%) 1 (.31%) 0 (.00%) 0 (.00%) 5 (1.55%) 
21-25 years 2 (.62%) 1 (.31%) 0 (.00%) 0 (.00%) 3 (.93%) 
more than 
25 years 0 (.00%) 1 (.31%) 0 (.00%) 0 (.00%) 1 (.31%) 
209 (64.91%) 98 (30.43%) 13 (4.04%) 2 (.62%) 322 (100%) 
^Frequency for female managers. 
'^Percentage of female managers. 
Table 6. Management tenure x management level: Male managers 
Management level 
Management Middle 
tenure Supervisors Managers Directors Executives 
less than ga (2.71%)b 1 (.30%) 0 (.00%) 0 (.00%) 10 (3.01%) 
1 year 86^ (2.68%)° 6 (.19%) 0 (.00%) 0 (.00%) 92 (2.87%) 
1-2 years 17 (5.12%) 6 (1.81%) 0 (.00%) 0 (.00%) 23 (6.93%) 
-
163 (5.08%) 36 (1.12%) 3 (.09%) 1 (.03%) 203 (6.32%) 
3-5 years 43 (12.95%) 30 (9.04%) 0 (.00%) 1 (.30%) 74 (22.29%) 
410 (12.77%) 246 (7.66%) 16 (.50%) 5 (.16%) 677 (21.08%) 
6-10 years 30 (9.04%) 32 (9.64%) 7 (2.11%) 4 (1.20%) 73 (21.99%) 
294 (9.16%) 349 (10.87%) 57 (1.78%) 20 (.62%) 720 (22.42%) 
11-15 years 15 (4.52%) 34 (10.24%) 8 (2.41%) 2 (.60%) 59 (17.77%) 
176 (5.48%) 298 (9.28%) 71 (2.21%) 39 (1.21%) 584 (18.19%) 
16-20 years 13 (3.92%) 16 (4.82%) 7 (2.11%) 6 (1.81%) 42 (12.65%) 
111 (3.46%) 223 (6.94%) 64 (1.99%) 51 (1.59%) 449 (13.98%) 
^Frequency for selected sample of male managers. 
^Percentage for selected sample of male managers. 
Ç* Frequency for total sample of male managers. 
^Percentage for total sample of male managers. 
Table 6. Continued 
Management level 
Management Middle 
tenure Supervisors Managers Directors Executives 
21-25 years 11 (3. 31%) 13 (3. 92%) 6 (1. ,81%) 4 (1. 20%) 34 (10 .24%) 
71 (2. 21%) 145 (4. 52%) 39 (1. 21%) 30 (. 93%) 285 (8. 88%) 
more than 25 
years 1 (. 30%) 11 (3. 31%) 2 (. 60%) 3 (. 90%) 17 (5. 12%) 
44 (1. 37%) 94 (2. 93%) 29 (. 90%) 34 (1. 06%) 201 (6. 26%) 
139 (41 .87%) 143 (43 .07%) 30 (9, .04%) 20 (6. 02%) 332 (100%) 
1355 (42 .20%) 1397 (43 .51%) 279 (8. 69%) 180 (5. 61%) 3211 (100%) 
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managers at each managerial level and tenure classification 
in the total sample. 
Table 6 also presents the percentage of male managers at 
each managerial level and managerial tenure classification 
in the sample used in the present study. These statistics 
indicate that the composition of the sample of male managers 
selected is highly similar to the total sample of male 
managers in the organization. Approximately 43% of the 
selected and total sample of male managers had worked in 
management for 3-10 years and 85% were in the supervisory or 
middle management levels. 
Description of the Selected Sample of Managers 
Used in the Present Study 
The sampling procedure resulted in a final sample of 654 
managers, 332 male, and 322 female. Descriptive statistics 
for the selected sample are presented in the second column 
of Appendix B. As with the total sample, nearly all of the 
managers in the selected sample were white (94%), were age 
35 or older (81%) and had been employed by the company for 
at least three years (96%). Approximately 83% had also been 
in management for at least three years and most subjects 
were in supervisory (53%) or middle (37%) levels of 
management. 
Means for most of the demographic variables were 
computed both for the selected sample and for male and 
Table 7. Means for demographic variables on selected sample o f  managers^ 
Total Sample Female Managers Male Managers 
Variable n = 654 n = 322 n = 332 
Age 5. 1 (40-44 yrs.) 4. 5 (45-49 yrs.) 5. 6 (45-49 yrs.) 
Years at company 5. 1 (11-15 yrs.) 4. 7 (11-15 yrs.) 5. 6 (16-20 yrs.) 
Tenure in management 3. 9 (6-10 yrs.) 3. 2 (3-5 yrs.) 4. 5 (6-10 yrs.) 
Managerial level 1. 6 (middle mgr.) 1. 4 (supervisor) 1. 8 (middle mgr.) 
Years at current level 2. 9 (3-5 yrs.) 2. 7 (3-5 yrs.) 3. 2 (3-5 yrs.) 
Number of jobs within 
level 2. 0 (2 jobs) 1. 7 (2 jobs) 2. 2 (2 jobs) 
Number of subordinates 4. 7 (6-10 subs.) 5. 0 (6-10 subs.) 4. 4 (4-5 subs.) 
Number of company 
management develop­
ment courses 3. 5 (4-6 courses) 3. 3 (2-3 courses) 3. 8 (4-6 courses) 
Number of outside 
management develop­
ment courses 2, 7 (2-3 courses) 2. 6 (2-3 courses) 2. 8 (2-3 courses) 
^Means are based on the value labels associated with each category as 
presented in the Appendix B questionnaire. 
Table 7. Continued 
Total Sample Female Managers Male Managers 
Variable n = 654 n = 322 n = 332 
Level of management 
course work as part 
of degree 
2 .1 (minor in 
management) 
1. 9 (minor in 
management) 
2 .2 (minor in 
management) 
Highest non-management 
degree held 3 .3 (associate) 3. 1 (associate) 3 .4 (associate) 
Self appraisal of 
performance 
1 .8 (at or above 
level of current 
job) 
1. 8 (at or above 
level of current 
job) 
1 .8 (at or above 
level of 
current job) 
Perception of other's 
appraisal of 
performance 
1 .9 (at or above 
level of current 
job) 
1. 9 (at or above 
level of current 
job) 
1 .9 (at or above 
level of 
current job) 
Self assessment of 
job stage 
3 .9 (polishing 
skills) 
3. 9 (polishing 
skills) 
4 .0 (polishing 
skills) 
Perception of other's 
assessment of job 
stage 
3 .8 (polishing 
skills) 
3. 8 (polishing 
skills) 
3 .8 (polishing 
skills) 
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female managers separately and are presented in Table 7. 
These statistics indicate that although male and female 
managers are similar in age, male managers in the sample had 
been in both the company and management somewhat longer and 
were in slightly higher levels of management than female 
managers. In this sample, female managers on average 
supervised more subordinates and had taken slightly fewer 
management development courses offered by the company. 
However in terms of development courses taken outside the 
company, level of formal education, self-appraisals of 
performance, and self-assessments of job stage, male and 
female managers in the sample were highly similar. 
Chi-square tests of independence were also computed to 
determine the independence of gender and each of the 
demographic variables listed in Table 8. These chi-square 
tests indicate that subjects responses to nearly all of the 
demographic variables were dependent on gender. The 
exceptions to this, or variables which were independent of 
gender, included ethnic group, number of management 
development courses taken outside the company, self-
appraisals of performance, perception of other's appraisal 
of performance and perceptions of other's assessment of job 
stage. 
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Table 8. Chi-sguare test for independence of gender and 
demographic variables^' 
Variable d.f. p< 
Ethnic group 8, 06 5 .15 
Age 91, ,06 7 .01 
Years employed with company 58. ,83 7 .01 
Tenure in Management 107. ,41 7 .01 
Management Level 43. ,79 3 .01 
Years in current level 28. ,73 6 .01 
Number of jobs within level 35. 43 8 .01 
Years at current job 14. 50 7 .04 
Current function 97. 59 9 .01 
Number of subordinates 31. 87 8 .01 
Number of company management 
development courses taken 20. 70 6 .01 
Number of outside management 
development courses taken 7. 78 6 .26 
Level of management course work 19. 97 6 .01 
Level of nonmanagement course 
work 25. 99 5 .01 
Acceptance of promotion 12. 31 3 .01 
Self-appraisal of performance 1. 37 3 .71 
Perception of other's appraisal 
of performance 2. 95 3 .40 
Self assessment of job stage 10. 29 4 .04 
Perception of other's assessment 
of job stage 5. 17 4 .27 
= 654. 
'^Note: To aid the reader in interpretation of gender 
differences, the means for male and female managers are 
presented in Table 7. 
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RESULTS 
In the present study, managers' responses to the 
relationships, job-experiences, management practices and 
hindrances were analyzed by a number of different methods. 
First, factor analyses were conducted to study the factorial 
structure of the responses. Second, the specific activities 
which contributed to, or hindered, the development of 
managers in general were examined using univariate 
statistics. Third, gender differences in the experiences 
contributing to management development were analyzed via 
multivariate analysis of variance as well as univariate 
statistics. The results of these analyses will be presented 
in detail in the following sections. 
Factor Analyses 
Factor analyses of responses to the relationships, job 
experiences, management practices and hindrances portions of 
the questionnaire were conducted for a number of reasons. 
Each of the following reasons has been noted as an 
appropriate application of factor analysis (Weiss, 1970; 
1971). First, factor analysis was used to study the 
structure of the responses to items, in order to better 
understand potential themes in the grouping of experiences, 
relationships, management practices and hindrances that 
contribute to or hinder management development. Factor 
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analysis was applied to each of the three types of responses 
(improved current performance, previous performance or 
promotability) with the intent of limiting further analyses 
to the type of response yielding the greatest factorial 
clarity. In addition, responses of male and female managers 
were factored both together and separately to examine 
potential gender differences in factorial structures. 
Second, factor analyses were also conducted with the intent 
of reducing the questionnaire items to a small set of 
concepts. 
Figure 4 summarizes the 36 different factor analyses 
that were conducted. Each of these analyses were computed 
using the Statistical Analyses System, principal components 
factor analysis. After the initial analyses, scree plots 
were examined to determine the number of factors to retain. 
Each factor matix was then rotated using the varlmax 
rotation procedure. 
The results of these analyses suggested no clear factor 
structures for any of the analyses conducted. In the case 
of each of the 36 factor analyses, factor loadings were 
extremely low and typically no more than 1-3 times loaded 
greater than .30 on any factor. Interltem correlation 
matrices were also examined to confirm the independence of 
each of the items. These correlation matrices indicated 
that most items within a category (relationships, 
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Relationships Experiences Management Hindrances 
Practices 
Types of Responses 
A* B** C*** ABC ABCABC 
Total 
sample of 
managers 
1 2  3  4 5 6  7 8 9  1 0  1 1  1 2  
Male 
managers 
13 14 15 16 17 18 19 20 21 22 23 24 
Female 
managers 
'25 26 27 28 29 30 31 32 33 34 35 36 
*A - Improved performance at current level. 
**B - Improved performance at previous level. 
***C - Enhanced promotability from previous to current 
level. 
Figure 4. Factor analyses conducted 
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experiences, management practices and hindrances) were not 
highly correlated with other items within the same category. 
For example, the average correlation between individual 
relationship items which improved performance at current 
level was -.07. 
In addition, correlations between the three different 
types of responses (improved performance at current level, 
previous level or promotability) for each individual item 
were also examined. If responses to the three types of 
responses were highly correlated, it was assumed that subse­
quent analyses could be conducted with only one of the three 
types of responses without significant loss of information. 
Although nearly all of these correlations were 
statistically significant at the p < .0001 level, effect 
sizes were relatively small. For example, correlations 
between the three types of responses (improved current 
performance, previous performance or promotability) to each 
of the work relationships ranged from .10 to .52 with an 
average correlation of .28. Average correlations between 
the three types of responses are presented in Table 9. 
Thus, it was concluded that redundancy between items 
could not be reduced by means of factor analyses, because 
the responses to items are relatively independent. These 
results suggested that the information contained in these 
items could not be statistically reduced through factor 
analysis. 
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Table 9. Average correlations between response types 
Response Types 
AB® BC^ AC® 
Relationships .28 .33 .23 
Experiences .28 .28 .17 
Management Practices .23 .28 .22 
Hindrances .29 .39 .24 
^AB = Correlations between "improved performance at 
current level" and "improved performance at previous level." 
^BC = Correlations between "improved performance at 
previous level" and "enhanced promotability from previous to 
current level." 
°AC = Correlations between "improved performance at 
current level" and "enhanced promotability from previous to 
current level." 
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In addition, because correlations between response types 
were relatively small, each type of response was also 
included in subsequent analyses* 
Contributors and Hindrances to Management Development 
Work Relationships Managers are Most Likely to Perceive 
as Contributing to Their Development 
Relationships which Improved Performance at Current Level 
The percentage of all managers in the sample indicating 
that a particular work relationship improved performance at 
their current level are presented in Table 10. Four 
relationships were rated by over 30% of managers as 
contributors to current level performance. These include: 
1) Supervisor; 2) Subordinates; 3) Managers of other areas 
within function; and 4) Cross functional contacts. All 
other relationships were rated as important contributors by 
less than 14% of the managers. 
Relationships which Improved Performance at Previous Level 
The percentage of managers who responded that particular 
work relationships contributed to their performance at their 
previous level are presented in Table 11. Again, four 
relationships emerged in which at least 30% of managers 
indicated that the relationship had improved performance at 
their previous level. These include: 1) Supervisor; 2) 
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Table 10. Percentage o f  subjects Indicating relationships 
which improved performance at current level 
Relationship % of selected sample 
Supervisor 63.6 
Subordinates 57.6 
Managers of other areas within 
function (peers) 45.3 
Cross functional contacts 31.5 
Supervisor's supervisor 13.0 
Top management 10.7 
Employee Relations Rep./Human 
Resources Specialists 10.7 
Family 9.8 
Managers in other companies or 
organizations 9.2 
Friends 8.0 
Lead persons (engineers, 
accountants, etc.) 7.8 
Consultants 5.4 
Union representatives 0.6 
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Table 11. Percentage of subjects indicating relationships 
which improved performance at previous level 
Relationship % of selected sample 
Supervisor 69.1 
Subordinates 37.5 
Managers of other areas within 
function (peers) 35.9 
Cross functional contacts 32.1 
Supervisor's supervisor 19.0 
Lead persons (engineers, 
accountants, etc.) 18.5 
Friends 9.8 
Managers in other companies 
or organizations 9.6 
Family 8.3 
Top management 8.0 
Employee Relations Rep./Human 
Resources Specialists 6.7 
Consultants 3.5 
Union representatives 0.3 
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Subordinates; 3) Managers of other areas within function; 
and 4) Cross functional contacts. All other relationships 
were rated as important by less than 20% of managers. 
Relationships which Enhanced Promotability from Previous 
Level to Current Level 
The percentage of all managers in the study indicating 
that a particular relationship enhanced promotability are 
presented in Table 12. This table indicates that the four 
relationships rated as most enhancing promotability include: 
1) Supervisor; 2) Supervisor's supervisor; 3) Managers of 
other areas within function; and 4) Cross functional 
contacts. 
Summary of Work Relationships Contributing to Development 
Examined across the three response types, there is 
significant similarity in the relationships which are 
clearly perceived by managers as beneficial to development. 
Supervisors, subordinates, manager/peers within the same 
area and cross functional contacts appear to contribute most 
to development by facilitating managers' performance. In 
addition, those in the position of supervising a manager's 
supervisor were also able to facilitate promotability. 
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Table 12. Percentage of subjects indicating relationships 
which enhanced promotability from previous level 
to current level 
Relationship % of selected sample 
Supervisor 73.1 
Supervisor's supervisor 41.7 
Managers of other areas within 
function (peers) 33.6 
Cross functional contacts 27.7 
Subordinates 20.5 
Top management 18.3 
Family 10.6 
Managers in other companies or 
organizations 9.5 
Friends 8.6 • 
Lead persons (engineers, 
accountants, etc.) 8.0 
Employee Relations Rep./Human 
Resources Specialists 6.5 
Consultants 1.5 
Union representatives 0.6 
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On-the-Job Experiences Managers are Most Likely to 
Perceive as Contributing to Their Development 
Experiences which Improved Performance at Current Level 
The percentage of all managers in the sample indicating 
that particular experiences improved performance at their 
current level are presented in Table 13, Four on-the-job 
experiences were rated as contributors to performance at 
current level by over 25% of the managers. These include: 
1) Coaching others on job-related tasks; 2) Taking charge of 
new or struggling projects; 3) Assessing personal strengths, 
weaknesses and opportunities for improving in current job; 
and 4) Working in a situation in which job-related decision 
making is solely your responsibility. 
On-the-Job Experiences which Improved Performance at 
Previous Level 
The percentage of managers who responded that particular 
work relationships contributed to their performance at their 
previous level are presented in Table 14. Five experiences 
were rated as important contributors to performance at 
previous levels by over 23% of the managers. These Include: 
1) Taking charge of a new or struggling project; 2) Coaching 
others on job-related tasks; 3) Working under an increased 
work load/pressure; 4) Working in a situation in which 
210 
Table 13. Percentage of subjects indicating on-the-job 
experience which improve performance at 
current level 
Relationship % of selected sample 
Coaching others on job-related 
tasks 35.3 
Taking charge of new or struggling 
projects 31.5 
Assessing your own personal 
strengths, weaknesses and 
opportunities for improving 
in your current job 28.7 
Working in a situation in which 
job-related decision making is 
solely your responsibility 26.1 
Working under an increased work 
load/pressure 24.2 
Serving on special committees, teams 20.5 
Diagnosing and/or planning for 
organizational change 20.2 
Allowing others to gain experience by 
performing various aspects of your job 19.0 
Dealing with poor or marginal per­
formance of others 15.9 
Career guidance and development of 
others 15.1 
Giving presentations 13.6 
Performing one or more of supervisor's 
tasks 11.8 
Keeping updated on division, group 
and/or company information 11.5 
Participating in group problem solving 11.2 
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Table 13. Continued 
Relationship % of selected sample 
Getting to know others who are useful 
for your development 10.4 
Keeping others updated and informed 
on project status 9.9 
Giving performance reviews 9.2 
Helping others with personal problems 8.1 
Assessing your own personal 
strengths, weaknesses and 
opportunities for career 
development 7.5 
Conducting staff meetings 7.3 
Using formal management systems 
(MBO, budgeting, etc.) 6.6 
Formally analyzing long range 
business strategies 6.1 
Working at several different jobs at 
a given management level in the same 
division 5.8 
Working in more than one functional 
group 4.9 
Working in more than one division 3,5 
Traveling worldwide 3.2 
Firing someone 2.9 
Experiencing a significant work failure 2.3 
Participating in a negotiation team 2.1 
Developing a plan for progression to 
specific jobs based on career and 
company information 1.7 
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Table 14. Percentage of subjects indicating that each 
on-the-job experience which improved performance 
at the previous level 
Relationship % of selected sample 
Taking charge of new or struggling 
projects 38.2 
Coaching others on job-related 
tasks 35.8 
Working under an increased work 
load/pressure 25.8 
Working in a situation in which 
job-related decision making is 
solely your responsibility 23.7 
Performing one or more of 
supervisor's tasks 23.5 
Giving presentations 19.1 
Serving on special committees, 
teams 19.1 
Assessing your own personal strengths, 
weaknesses and opportunities for 
improving in your current job 17.6 
Keeping others updated and informed 
on project status 16.1 
Allowing others to gain experience 
by performing various aspects of 
your job 12.2 
Dealing with poor or marginal per­
formance of others 10.9 
Career guidance and development of 
others 10.9 
Getting to know others who are useful 
for your development 10.4 
Table 14. Continued 
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Relationship % of selected sample 
Assessing your own personal strengths, 
weaknesses and opportunities for 
career development 10.2 
Diagnosing and/or planning for 
organizational change 10.1 
Keeping updated on division, group 
and/or company information 9.8 
Participating in group problem solving 9.0 
Giving performance reviews 7.2 
Working in more than one functional group 6.3 
Working in more than one division 5.8 
Using formal management systems (MBO, 
budgeting, etc.) 5.5 
Helping others with personal problems 5.2 
Working at several different jobs at a 
given management level in the same 
division 4.9 
Conducting staff meetings 4.1 
Formally analyzing long range business 
strategies 3.4 
Experiencing a significant work failure 3.2 
Participating in a negotiation team 3.2 
Developing a plan for progression to 
specific jobs based on career and 
company information 3.1 
Traveling worldwide 2.6 
Firing someone 1.8 
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job-related decision making is solely your responsibility; 
and 5) Performing one or more of your supervisor's tasks. 
On-the-Job Experiences which Enhanced Promotability from 
Previous Level to Current Level 
The percentage of managers in the study indicating that 
a particular experience enhanced promotability are presented 
in Table 15. This table indicates that the experiences 
rated as most enhancing promotability by over 27% of 
managers includes: 1) Taking charge of new or struggling 
projects; 2) Performing one or more of supervisor's tasks; 
3) Working under an increased work load/pressure; and 4) 
Coaching others on job-related tasks. 
Summary of On-the-Job Experiences 
Contributing to Development 
Examined across the three response types, several 
experiences appear to be particularly valuable for 
development. These include coaching, others, taking charge 
of a struggling project, sole responsibility for decision 
making, increased work load/pressure, and performing some of 
one's supervisor's tasks. 
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Table 15. Percentage of subjects indicating that each 
individual on-the-job experience enhanced 
promotability from previous level to current 
level 
Relationship % of selected sample 
Taking charge of new or struggling 
projects 46.9 
Performing one or more of supervisor's 
tasks 29.4 
Working under an increased work 
load/pressure 29.1 
Coaching others on job-related tasks 27.5 
Working in a situation in which job-
related decision making is solely your 
responsibility 21.9 
Serving on special committees, teams 19.1 
Keeping others updated and informed on 
project status 17.3 
Giving presentations 17.3 
Assessing your own personal strengths, 
weaknesses and opportunities for 
career development 17.0 
Getting to know others who are useful 
for your development 13.9 
Assessing your own personal strengths 
weaknesses and opportunities for 
improving your current job 13.0 
Keeping updated on division, group 
and/or company information 10.6 
Diagnosing and/or planning for 
organizational change 10.4 
Career guidance and development 
of others 10.2 
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Table 15. Continued 
Relationship % of selected sample 
Allowing others to gain experience 
by performing various aspects of 
your job 9.9 
Working in more than one functional 
group 9.6 
Working at several different jobs at a 
given management level in the same 
division 8.7 
Working in more than one division 7.2 
Participating in group problem solving 6.1 
Dealing with poor or marginal performance 
of others 5.0 
Developing a plan for progression to 
specific jobs based on career and 
company information 4.6 
Using formal management systems (MBO, 
budgeting, etc.) 4.4 
Helping others with personal problems 3.2 
Giving performance reviews 2.9 
Participating in a negotiation team 2.6 
Formally analyzing long range business 
strategies 2.4 
Traveling worldwide 2.1 
Conducting staff meetings 0.9 
Experiencing a significant work failure 0.8 
Firing someone 0.3 
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Management Practices which Managers are Most Likely 
to Perceive as Contributing to Their Development 
Management Practices which Improved Performance at Current 
Level 
The percentage of all managers in the sample indicating 
that a particular management practice improved performance 
at their current level is presented in Table 16. Six 
relationships were rated by over 23% of managers as 
contributors to performance at current level. These 
included: 1) Provided a variety of assignments and 
opportunities; 2) Gave you trust, support and autonomy; 3) 
Helped you gain recognition and visibility not only in your 
own group but in other groups and upper management as well; 
4) Directed challenging, high visibility projects your way; 
5) Often served as a model of what not to do; and 6) Served 
as a coach on specific tasks and also acted as a mentor in 
guiding your development. 
Management Practices which Improved Performance at Previous 
Level 
The percentage of managers who responded that particular 
management practices contributed to their performance at 
their previous level are presented in Table 17. Similar 
management practices were again reported by over 26% of 
managers. These practices included: 1) Provided a variety 
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Table 16. Percentage of subjects indicating management 
practices which improved performance at current 
level 
Relationship % of selected sample 
Provided a variety of assignments 
and opportunities 41.6 
Gave you trust, support and autonomy 40.5 
Helped you to gain recognition and 
visibility not only in own group but 
in other groups and upper management 
as well 24.9 
Directed challenging, high visibility 
projects your, way 24.5 
Often served as a model of what not 
to do 23.7 
Served as a coach on specific tasks 
and also acted as a mentor in guiding 
your development 23.2 
Maintained a progressive attitude, a 
willingness to experiement and a 
creative environment 19.0 
Did not hesitate to give performance 
feedback and provide constructive 
ideas on how to improve 18.3 
Was fair and honest in their performance 
appraisals and promotion practices 16.5 
Encouraged enrollment in education 
programs at Honeywell 13.9 
Established clear work goals and 
timetables 13.5 
Emphasized the importance of 
communication through participative 
management, frequent constructive 
feedback sessions, etc. 13.0 
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Table 16. Continued 
Relationship % of selected sample 
Did not hang fear of retribution over 
your head 10,7 
Provided the resources for my development 8.3 
Got you involved with people that 
were able to develop you 6.6 
Helped you determine a specific plan for 
your growth and periodically reviewed 
development progress 6.0 
Encouraged the development of a more 
participative work environment 5.7 
Supported the notion of management 
development in meetings, memos and by 
reviewing your performance in terms of 
how well you developed your subordinates 4.0 
Defined the business area, business 
strategies, and rate of growth such that 
many alternatives and opportunities were 
available 3.7 
Practiced and supported the Honeywell 
Operating Principles 3.4 
Practices and systems associated with 
the staffing process helped me to 
meet my needs 2.8 
Practiced and supported the Honeywell 
ER principles 1.8 
Utilized and supported the job structuring 
and grading system 1.1 
Made you aware of the criteria used for 
selection to High Talent and Special 
Development Programs 0.9 
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Table 17. Percentage of subjects indicating management 
practices which improved performance at previous 
level 
Relationship % of selected sample 
Provided a variety of assignments 
and opportunities 49.7 
Gave you trust, support and autonomy 37.8 
Served as a coach on specific tasks 
and also acted as a mentor in guiding 
your development 29.8 
Directed challenging, high visibility 
projects your way 28.1 
Helped you to gain recognition and 
visibility, not only in own group but 
other groups and upper management 
as well 26.5 
Often served as a model of what not 
to do 19.0 
Was fair and honest in their performance 
appraisals and promotion practices 18.5 
Maintained a progressive attitude, 
a willingness to experiment and a 
creative environment 16.4 
Did not hesitate to give performance 
feedback and provide constructive ideas 
on how to improve 15.6 
Established clear work goals and 
timetables 13.6 
Got you involved with people that were 
able to develop you 13.0 
Encouraged enrollment in education 
programs at Honeywell 11.9 
Did not hang fear of retribution over 
your head 10.2 
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Table 17. Continued 
Relationship % of selected sample 
Provided the resources for my development 10.1 
Helped you determine a specific plan for 
your growth and periodically reviewed 
development progress 7.5 
Emphasized the importance of communication 
through participative management, frequent 
constructive feedback sessions, etc. 6.3 
Defined the business area, business 
strategies, and rate of growth such that 
many alternatives and opportunities were 
available 2.3 
Encouraged the development of a more 
participative work environment 2.3 
Practiced and supported the Honeywell 
Operating Principles 2.3 
Supported the notion of management 
development in meetings, memos and by 
reviewing your performance in terms of 
how well you developed your subordinates 2.1 
Practices and systems associated with the 
staffing process helped me to meet my needs 2.0 
Made you aware of the criteria used for 
selection to High Talent and Special 
Development Programs 2.0 
Utilized and supported the job structuring 
and grading system 1.4 
Practiced and supported the Honeywell ER 
principles 1.2 
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of assignments and opportunities; 2) Gave you trust, support 
and autonomy; 3) Served as a coach on specific tasks and 
also acted as a mentor in guiding your development; 
4) Directed challenging, high visibility projects your way; 
and 5) Helped you to gain recognition and visibility, not 
only in your own group but in other groups and upper 
management as well. 
Management Practices which Enhanced Promotabilitv from 
Previous Level to Current Level 
The percentage of all managers in the study indicating 
that a particular management practice enhanced promotability 
is presented in Table 18. This table indicates that again, 
the following practices were rated by a large proportion of 
managers as developmental: 1) Provided a variety of 
assignments and opportunities; 2) Helped you to gain 
recognition and visibility not only in your own group but in 
other groups and upper management as well; 3) Directed 
challenging, high visibility projects your way; 4) Gave you 
trust, support and autonomy; and 5) Served as a coach on 
specific tasks and also acted as a mentor in guiding your 
development. 
Summary of Management Practices Contributing to Development 
Examined across the three response types, there is 
significant similarity in the management practices which are 
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Table 18. Percentage of subjects indicating management 
practices which enhanced promotability from 
previous level to current level 
Relationship % of selected sample 
Provided a variety of assignments 
opportunities 54.3 
Helped you to gain recognition and 
visibility, not only in own group but 
in other groups and upper management 
as well 41.9 
Directed challenging, high visibility 
projects your way 34.7 
Gave you trust, support and autonomy 32.7 
Served as a coach on specific tasks 
and also acted as a mentor in guiding 
your development 28.9 
Was fair and honest in their performance 
appraisals and promotion practices 20.9 
Often served as a model of what not to do 12.7 
Did not hesitate to give performance 
feedback and provide constructive ideas 
on how to Improve 12.4 
Maintained a progressive attitude, a 
willingness to experiment and a 
creative environment 12.1 
Got you Involved with people that were 
able to develop you 11.8 
Provided the resources for my development 11.0 
Encouraged enrollment in education 
programs at Honeywell 9.2 
Helped you determine a specific plan for 
your growth and periodically reviewed 
development progress 9.0 
Table 18. Continued 
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Relationship % of selected sample 
Established clear work goals and timetables 7.2 
Did not hang fear of retribution over your 
head 5.7 
Emphasized the importance of communication 
through participative management, frequent 
constructive feedback sessions, etc. 3.8 
Made you aware of the criteria used 
for selection to High Talent and 
Special Development programs 3.1 
Practiced and supported the Honeywell 
Operating Principles 2.4 
Defined the business area, business 
strategies, and rate of growth such that 
many alternatives and opportunities were 
available 2.4 
Practices and systems associated with the 
staffing process helped me to meet my 
needs 2.4 
Utilized and supported the job structuring 
and grading system 2.1 
Supported the notion of management 
development in meetings, memos and by 
reviewing your performance in terms of 
how well you developed your subordinates 2.0 
Encouraged the development of a more 
participative work environment 1.7 
Practiced and supported the Honeywell ER 
principles 0.9 
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perceived by managers as beneficial to their development. 
Challenging, high visibility work assignments; a variety of 
assignments and opportunities; trust, support and autonomy; 
assistance in gaining recognition and visibility in and 
outside of the group; and coaching, mentoring and modeling 
all appear to be valuable contributors to managers' growth 
at all stages of development. 
Factors Managers are Most Likely to Perceive 
as Hindering Their Development 
Factors Which Hindered Performance at Current Level 
The percentage of all managers in the sample indicating 
that a particular factor hindered performance at their 
current level are presented in Table 19. Three factors were 
rated by over 20% of managers as important hindrances to 
development. These included: 1) Lack of time for 
development because of other job demands; 2) Little or no 
opportunity for advancement; and 3) Management's emphasis on 
short-term results. 
Factors Which Hindered Performance at Previous Level 
The percentage of managers who responded that particular 
factors hindered their performance at their previous level 
are presented in Table 20. Again, similar factors were 
rated by a large proportion of managers as hindrances to 
performance. These included: 1) Management's emphasis on . 
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Table 19. Percentage of subjects indicating factors which 
hindered performance at current level 
Relationship % of selected sample 
Lack of time for development because 
of other job demands 69.1 
Little or no opportunity for 
advancement 23.7 
Management's emphasis on short-term 
results 20.6 
Lack of feedback about your performance 18.2 
Being delegated responsibility without 
being given adequate amount of authority 17.1 
Authoritarian management/closed climate/ 
no risk taking 15.0 
Not assertive enough 14.2 
Working for someone who others do not 
respect 14.2 
Organization's lack of emphasis on 
establishing training goals and carrying 
them out , 13.9 
Not enough initial job orientation 13.5 
Non-performance based evaluations 11.8 
Being direct/outspoken; disagreeing with 
management 10.9 
My own lack of people managing and 
communication skills 9.5 
Lack of technical skills 8.4 
No inter-divisional or interfunctional 
experience 8.3 
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Table 19. Continued 
Relationship % of selected sample 
Not being considered valuable enough to 
be developed 6.6 
Too many subordinates 6.6 
My not being able to give up control of the 
technical decision making process 5.7 
Societal conditions outside Honeywell 
including the business climate 5.5 
Working for a climber 4.3 
Being too valuable for a product line or 
project to be developed or get promoted 4.0 
Sex discrimination 3.7 
Personal conflcits outside of work 3.2 
Lack of motivation or interest on my part 2.9 
Age discrimination 2.8 
Negative consequences for trying to develop 
myself (peer pressure, kidding) 2.6 
Negative consequences associated with 
development (cost of training/replacement) 1.7 
Inability to handle stress 1.5 
Business mistake/project failure 1.4 
Being promoted too quickly 1.1 
Race discrimination 0.5 
Poor health 0.5 
Physical handicaps 0.3 
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Table 20. Percentage of subjects Indicating factors which 
hindered performance at previous level 
Relationship % of selected sample 
Management's emphasis on short-term 
results 19.4 
Being delegated responsibility without 
being given adequate amount of authority 18.8 
Lack of time for development because of 
other job demands 18.0 
Little or no opportunity for advancement 17.1 
Working for someone who others do not 
respect 17.0 
Organization's lack of emphasis on 
establishing training goals and carrying 
them out 16.2 
Lack of feedback about your performance 15.0 
Not assertive enough 14.8 
Authoritarian management/closed climate/ 
no risk taking 14.2 
Being direct/outspoken; disagreeing with 
management 11.3 
My own lack of people managing and 
communication skills 9.9 
Non-performance based evaluations 9.6 
Lack of technical skills 7.8 
Not enough initial job orientation 7.6 
Being too valuable for a product line or 
project to be developed or get promoted 7.0 
Not being considered valuable enough to 
be developed 5.4 
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Table 20. Continued 
Relationship % of selected sample 
No inter-divisional or interfunctional 
experience 4.6 
Working for a climber 4.4 
My not being able to give up control of 
the technical decision making process 4.4 
Sex discrimination 4.1 
Negative consequences associated with 
development (cost of training/replacement) 3.4 
Negative consequences for trying to develop 
myself (peer pressure, kidding) 3.4 
Societal conditions outside Honeywell 
including the business climate 3.2 
Personal conflicts outside of work 2.9 
Business mistake/project failure 2.9 
Lack of motivation or interest on 
my part 2.8 
Too many subordinates 2.6 
Being promoted too quickly 2.0 
Inability to handle stress 1.8 
Age discrimination 0.9 
Physical handicaps 0.8 
Poor health 0.8 
Race discrimination 0.5 
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short term results; 2) Being delegated responsibility 
without being given adequate amount of authority; 3) Lack of 
time for development because of other job demands; and 4) 
Little or no opportunity for development. 
Factors Which Hindered Promotabilitv from Previous Level to 
Current Level 
The percentage of all managers in the study indicating 
that a particular factor hindered promotability is presented 
in Table 21. This table indicates that the factors which 
were most likely to hinder development included: 1) Little 
or no opportunity for advancement; 2) Lack of time for 
development because of other job demands; 3) Non-performance 
based evaluations; and 4) Organization's lack of emphasis on 
establishing training goals and carrying them out. 
Summary of Factors Hindering Development 
Two factors were perceived by managers as hindering 
their performance at both previous and current performance 
as well as their promotability. These included lack of time 
and few opportunities for advancement. In addition, 
management's emphasis on short term results and inadequate 
authority all appear to hinder a substantial number of 
managers' performance in their current and previous jobs. 
Several additional factors emerged as hindrances to 
promotability, such as non-performance based evaluations and 
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Table 21. Percentage of subjects Indicating factors which 
hindered promotability from previous level to 
current level 
Relationship % of selected sample 
Little or no opportunity for advancement 25.1 
Lack of time for development because of 
other job demands 14.4 
Non-performance based evaluations 13.8 
Organization's lack of emphasis on 
establishing training goals and 
carrying them out 13.0 
Not assertive enough 12.1 
Being direct/outspoken; disagreeing 
with management 11.2 
Working for someone who others do 
not respect 10.2 
Being delegated responsibility without 
being given adequate amount of authority 10.1 
Management's emphasis on short-term results 10.1 
Being too valuable for a product line 
or project to be developed or get promoted 9.9 
Authoritarian management/closed climate/no 
risk taking 9.8 
My own lack of people managing and 
communication skills 8.7 
Lack of feedback about your performance 7.6 
Lack of technical skills 7.0 
No inter-divisional or interfunctional 
experience 6.4 
Sex discrimination 5.4 
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Table 21. Continued 
Relationship % of selected sample 
Not being considered valuable enough to 
be developed 5, .4 
Societal conditions outside Honeywell 
including the business climate 5. 0 
My not being able to give up control 
of the technical decision making process 4. 7 
Not enough initial job orientation 4. 0 
Negative consequences associated with 
development (cost of training/replacement) 3. ,2 
Lack of motivation or interest on my part 2. 9 
Working for a climber 2. 3 
Business mistake/project failure 2. 1 
Personal conflicts outside of work 1. 8 
Age discrimination 1. 8 
Negative consequences for trying to 
develop myself (peer pressure, kidding) 1. 8 
Being promoted too quickly 1. 5 
Too many subordinates 1. 2 
Inability to handle stress i. 1 
Poor health 0. 5 
Physical handicaps 0. 5 
Race discrimination 0. 5 
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a lack o f  emphasis on setting and carrying out training 
goals within the organization. 
Gender Differences in Experiences Contributing to 
Management Development 
The final analyses focused on exploring potential gender 
differences in on-the-job management development. 
Specifically, the percentage of male and female managers 
indicating that each relationship, experience, management 
practice and hindrance enhanced/hindered were computed 
separately for each gender. In addition, multivariate 
analyses of variance (MANOVA), and phi coefficients were the 
statistical methods used to determine whether the difference 
in male and female managers' responses to the experiences 
were statistically significant. 
Multivariate Analyses of Variance 
First, MANOVA tests were computed separately for 
relationships, experiences, management practices and 
hindrances, to test the overall similarity of the mean 
vectors for male and female managers. In these analyses 
gender was the independent variable and in separate 
analyses, the 13 relationships, 30 experiences, 24 
management practices and 33 hindrances were the dependent 
variables. 
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The results of these MANOVA are summarized in Table 22. 
As is apparent from this table, significant gender 
differences were found for each of the sets of relation­
ships, experiences, management practices and hindrances at 
the p < .01 level of significance using Wilk's criteria. 
These results suggest that at least one linear combination 
of the manager's responses exists which will reject the null 
hypothesis of no significant gender differences. 
Having found statistically significant differences 
between male and female managers, univariate tests were 
required to determine more specifically the relationships, 
experiences, practices and hindrances for which gender 
differences existed. Thus, phi coefficients, correlations 
between two dichotomous variables, were computed to examine 
the relationship between each of the individual items and 
genderi However, only correlations for which at least 10% 
of the total sample had responded "yes" to were interpreted, 
since correlations computed on data which were severely 
imbalanced would result in highly unstable results. In 
addition, effect size was also calculated to determine 
whether the amount of variance attributable to gender 
differences was of practical significance. The results of 
these univariate analyses are presented in the following 
sections. 
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Table 22. Multivariate analysis of variance (MANOVA) for 
significant gender differences in management 
development activities 
Management Development Activity df P <* 
Relationships which improved 
performance at current level 
Relationships which improved 
performance at previous level 
Relationships which enhanced 
promotability from previous to 
current level 
Experiences which improved 
performance at current level 
Experiences which improved 
performance at previous level 
Experiences which enhanced 
promotability from previous to 
current level 
Management practices which 
improved performance at 
current level 
Management practices which 
improved performance at 
previous level 
Management practices which 
enhanced promotability from 
previous to current level 
Factors which hindered 
performance at current level 
Factors which hindered 
performance at previous level 
Factors which hindered 
promotability from previous 
level to current level 
4.66 13, 640 .0001 
4.86 13, 640 .0001 
3.29 13, 640 .0001 
2.15 30, 623 .0004 
2.08 30, 623 .0007 
2.07 30, 623 .0008 
2.40 24, 629 .0001 
2.60 24, 629 .0001 
1.90 24, 629 .0063 
3.05 33, 620 .0001 
3.04 33, 620 .0001 
3.34 33, 620 .0001 
VJilk's Criterion, however. Pillai's trace, Hotelling-
Lawley trace and Roy's maximum root criterion lead to 
identical conclusions. 
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Gender Differences in Relationships Perceived by 
Managers as Contributing to Development 
The percentage of male and female managers indicating 
that a particular relationship contributed to development 
along with the correlations between gender and each 
individual relationship are summarized in Table 23. As the 
table indicates, male managers were significantly more 
likely than female managers to rate subordinates as 
important contributors to development at current level (r = 
.15), previous level (r = .14) and promotability (r = .13). 
Similarly, male managers found cross functional contacts 
significantly more important to development at current level 
(r = .13) and promotability (r = .10) than did female 
managers. Lead persons were also rated by significantly 
more male managers as contributing to development at 
previous level (r = .14). Only one relationship, employee 
relations specialists, was rated significantly more often by 
women as contributing to development at current level 
(r = -.08). 
However, it must be noted, that although statistically 
significant correlations between gender and several of the 
2 
relationships were found, the r values were extremely 
small. Thus, this suggests that gender differences account 
for very little of the variance in managers' ratings and may 
be of little practical significance. 
Table 23. Percentage of male and female managers indicating 
that each individual work relationship 
contributed to development and correlations 
between gender and each individual work 
relationship 
Improved Performance at 
Current Level 
Relationship 
Percent 
Female 
Mngrs 
Percent 
Male 
Mngrs r r2 P < 
Subordinates 50.3 64.8 .15 .02 .01 
Employee Relations Rep./ 
Human Resources 
Specialists 13.4 8.1 — .08 .01 .03 
Union Representatives 0.6* 0.6 -.00 .00 .97 
Supervisor 64.3 63.0 -.01 .00 .72 
Supervisor's Supervisor 13.7 12.3 -.02 .00 .62 
Consultants 5.6* 5.1 -.01 .00 .79 
Lead persons (engineers, 
accountants, etc.) 5.0® 10.5 .10 .01 .01 
Managers of other areas 
within function (peers) 44.4 46.1 .02 .00 .68 
Cross functional contacts 25.2 37.7 .13 • .02 .01 
Managers in other companies 
or organizations 10.2® 8.1 -.04 .00 .35 
Top management 8.4 13.0 .07 .00 .06 
Friends 11.5® 4.5 -.13 .02 .01 
Family 11.8® 7.8 —, 06 .00 .09 
*Fewer than 10% of the sample rated this relationship as 
a contributor to development. 
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Table 23. Continued 
Improved Performance at 
Current Level 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male 
Mngrs Mngrs P < 
Percent Percent 
Female Male 
Mngrs Mngrs r r: p < 
30.4 44.3 .14 .02 .01 14.9 25.9 .13 .02 .01 
8.7* 4.8 -.08 .01 .05 6.5* 5.4 -.02 .00 .55 
.03* .03 -.01 .00 .98 .03 * .09 .04 .00 .33 
66. 8 71.4 .05 .00 .20 70.2 75.9 .06 .00 .10 
18.0 19.9 .02 .00 .54 40.7 42.8 .02 .00 .59 
2.8* 4.2 .04 .00 .32 • 2.2* 0.9 -.05 .00 .19 
13.0 23.8 .14 .02 .01 6.5* 9.3 .05 .00 .18 
34.8 37.0 .13 .02 .55 30.7 36.4 .06 .00 .12 
29.5 34.6 .05 .00 .16 23.3 31.9 .10 .01 .01 
9.6* 9.6 .01 .00 1.00 9.6* 8.4 — .02 .00 .60 
5.9* 9.^ .07 .00 .06 18.0 18.7 .01 .00 .83 
13.4* 6.3 -.12 .01 .01 11.5* 5.7 -.10 .01 .01 
10.9 5.7 .09 .01 .02 12.4 8.7 -.06 .00 .13 
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Gender Differences in Work Experiences Perceived 
by Managers as Contributing to Development 
Table 24 summarizes the percentage of male and female 
managers indicating that a particular experience contributed 
to development. The correlations between gender and each 
work experience are also included in the table. These 
correlations indicate that sole responsibility for decision 
making (r = -.09), performing supervisor's tasks (r = -.08), 
and getting to know others who are useful to development (r 
= -.15) were rated significantly more often by female 
managers as contributing to development at current level. 
Male managers however, indicated that allowing others to 
gain experience by performing aspects of their job, was. more 
developmental at their current level than did female 
managers ( r = .08). 
With regard to development at their previous level, male 
managers rated diagnosis and planning for organizational 
change (r = .09) and serving on special committees and teams 
(r = .11) as significantly more important than did female 
managers. Female managers indicated that assessing 
strengths, weaknesses, and opportunities for career 
development (r = -.09) and getting to know others useful to 
development (r = -.11) as important to development more 
often than male managers. 
Table 24. Percentage of male and female managers indicating 
that each individual on-the-job experience 
contributed to development and correlations 
between gender and each individual on-the-job 
experience 
Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Relationship Mngrs Mngrs r r p < 
Helping others with 
personal problems 
Coaching others on 
job-related tasks 
Giving performance 
reviews 
Allowing others to gain 
experience by perform­
ing various aspects of 
your job 
Career guidance and 
development of others 
Dealing with poor or 
marginal performance 
of others 
Firing someone 
Participating in group 
problem solving 
Diagnosing and/or 
planning for org­
anizational change 
Taking charge of new 
or struggling projects 
Giving presentations 
Conducting staff meetings 
®Fewer than 10% of the 
contributor to development. 
6.2® 9.9 .07 .00 .08 
32.9 37.7 .05 .00 .21 
9.6* 8.7 -.02 .00 .69 
15.8 22.0 .08 .01 .04 
14.9 15.4 .01 .00 .87 
17.7 14.2 -.05 .00 .22 
3.7® 2.1 -.05 .00 .22 
11.2 11.1 -.01 .00 .99 
20.2 20.2 -.01 .00 .99 
30.7 32.2 .02 .00 .68 
13.0 14.2 .02 .00 .68 
8.4* 6.3 -.03 .00 .31 
ample rates this experience as Ô 
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Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male , 
Mngrs Mngrs r r p < 
5.6* 4.8 .02 .00 .66 2.8* 3.6 .02 .00 .55 
33.5 38.0 .05 .00 .24 31.7 23.5 -.09 .01 .02 
9.0* 5.4 -.07 .00 .08 2.8* 3.0 .01 .00 .87 
10.2 14.2 .06 .00 .13 8.7* 11.1 .04 .00 .30 
11.8 9.9 -.03 .00 .45 10.2 10.2 -.01 .00 l.Oi 
12.1^ 
1.9* 
9.6 
1.8 
-.04 
— .01 
.00 
.00 
.31 
.96 
4.7* 
0.3* 
5.4 
0.3 
.02 
-.01 
.00 
.00 
. 66 
1.01 
10.9* 7.2 -.06 .00 .10 5.9 6.3 .01 .00 .82 
7.5 12.7 .09 .01 .03 9.0 11.7 • .04 .00 .25 
34.8 
16.5 
5.0* 
41.6 
21.7 
3.3 
.07 
.07 
-.04 
.00 
.00 
.00 
.07 
.09 
.29 
43.8 
14.9 
0.9* 
50.0 
19.6 
0.9 
.06 
.06 
-.01 
.00 
.00 
.00 
.11 
.11 
.97 
Table 24. Continued 
Improved Performance at 
Current Level 
Percent Percent 
Female Male 
Relationship Mngrs Mngrs r r p < 
f  
Working in a situation in 
which job-related decision 
making is solely your 
responsibility 30.4 22.0 -.09 .01 .01 
Performing one or more 
of supervisor's tasks 14.3 9.3 -.08 .01 .05 
Serving on special 
committees, teams 18.9 22.0 .04 .00 .34 
Keeping others updated 
and informed on 
project status 8.1* 11.7 .06 .00 .12 
Traveling worldwide 2.5* 3.9 .04 .00 .30 
Working at several 
different jobs at a 
given management level 
in the same division 5.3® 6.3 .02 .00 .57 
Working in more than 
one division 2.5* 4.5 .06 .00 .16 
Working in more than 
one functional group 5.0* 4.8 -.01 .00 .93 
Keeping updated on div­
ision, group and/or 
company information 11.5 11.4 -.01 .00 .99 
Formally analyzing long 
range business * 
strategies 4.7* 7.5 .06 .00 .13 
Experiencing a signifi­
1.6* cant work failure 3.0 .05 .00 .13 
Working under an increased 
work load/pressure 27.0 21.4 -.07 .00 .09 
Developing a plan for 
progression to specific 
jobs based on career and 
company information 0.9* 2.4 -.05 .00 .15 
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Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
Enhanced Promotability 
from Previous Level 
to Current Level 
• Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
20.8 26.5 .07 .00 .09 
26.7 20.5 -.07 .00 .09 
14.6 23.5 .11 .00 .01 
14.6* 17.5 .04 .00 .31 
1.2* 3.9 .08 .01 .03 
3.7* 6.0 .05 .00 .17 
5.6* 6.0 .01 .00 .81 
5.9* 6.6 .01 .00 .70 
10.2 9.3 -.02 .00 .70 
2.5* 4.2 .05 .00 .22 
2.5* 3.9 .04 .00 .30 
27.3 24.4 -.03 .00 .39 
3.1* 93.0 -.01 .00 .94 
20.2 23.5 .04 .00 .31 
32.3 26.5 -.06 .00 .10 
16.8 21.4 .06 .00 .13 
15.5 19.0 .05 .00 .24 
0.3* 3.9 .12 .01 .01 
m
 C
O
 
9.6 .03 .00 .40 
7.5* 6.9 -.01 .00 .80 
7.8* 11.4 .06 .00 .11 
12.4 8.7 -.06 .00 .13 
1.2* 3.6 .07 .00 .05 
0.9* 0.6 -.02 .00 .63 
30.1 28.0 -.02 .00 .55 
4.7* 4.5 .01 .00 .93 
Table 24. Continued 
Improved Performance at 
Current Level 
Relationship 
Percent Percent 
Female Male 
Mngrs Mngrs r P < 
Assessing your own 
personal strengths, 
weaknesses and oppor­
tunities for improving 
in your current job 31.4 
Assessing your own 
personal strengths, 
weaknesses and oppor­
tunities for career 
development 8.7' 
Getting to know others 
who are useful for 
your development 14.9 
Using formal management 
systems (MBO, 
budgeting, etc.) 5.0® 
Participating in a 
negotiation team 1.2' 
26.2 -.05 .00 .25 
6.3 -.04 .00 .25 
6.0 -.15 .02 .01 
8.1 .06® .00 .10 
3.0 .06* .00 .12 
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Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
1 8 . 9  1 6 . 3  - . 0 4  . 0 0  . 3 4  1 3 . 4  1 2 . 7  - . 0 1  . 0 0  . 7 9  
1 3 . 0  7 . 5  - . 0 9  . 0 1  . 0 2  
1 3 . 7  7 . 2  - . 1 1  . 0 1  . 0 1  
4 . 0 =  6 . 9  . 0 6  . 0 0  . 1 1  
2 . 2 *  4 . 2  . 0 6  . 0 0  . 1 4  
2 0 . 2  1 3 . 9  - . 0 8  . 0 1  . 0 3  
1 6 . 5  1 1 . 4  - . 0 7  . 0 0  . 0 6  
2 . 5 *  6 . 3  . 0 9  . 0 1  . 0 2  
0 . 9 *  4 . 2  . 1 0  . 0 1  . 0 1  
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Finally, female managers indicated that coaching others 
on job related tasks (r = -.09) and assessing strengths, 
weaknesses and opportunities for career development (r = 
-.08) significantly more important in enhancing 
promotability than did male managers. 
However, although statistically significant, the between 
gender and each work experience in all cases were extremely 
small, with coefficients of determination no larger than 
.02. Again, this suggests that gender accounts for very 
little of the variance in managers' ratings of the 
developmental effect of work experiences. 
Gender Differences in Management Practices Perceived 
by Managers as Contributing to Development 
Male and female managers responses to individual 
management practices as well as correlations between each 
management practice and gender are presented in Table 25. 
This table indicates that female managers significantly more 
often than male managers, indicated that serving as a coach 
and mentor were important to development at current level 
(r = -.15), previous level (r = -.09) and to promotability 
(r = -.10). Male managers, however, were more likely than 
female managers to note the directing of challenging, high 
visibility projects as important to development at current 
level (r = .10), previous level (r = .15) and to 
promotability (r = .10). Similarly, men also indicated that 
Table 25. Percentage of male and female managers indicating 
that each individual management practice 
contributed to development and correlations 
between gender and each individual management 
practice 
Management Practice 
Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r P < 
Helped you determine a 
specific plan for your 
growth and periodically 
reviewed development 
progress 
Often served as a model 
of what not to do 
Served as a coach on 
specific tasks and also 
acted as a mentor in 
guiding your development 
Practices and systems 
associated with the 
staffing process helped 
me to meet my needs 
Got you involved with 
people that were able 
to develop you 
Provided a variety of 
assignments and 
opportunities 
Was fair and honest in 
their performance 
appraisals and promo­
tion practices 
Encouraged enrollment in 
education programs at 
Honeywell 
6.5* 
2.5' 
6 . 2 '  
5.4 
24.2 23.2 
29.5 17.2 
3.0 
6.9 
40.1 43.1 
14.3 18.7 
15.5 12.3 
-.02 .00 .55 
-.01 .00 .76 
-.15 .02 .01 
.02 .00 .68 
.01 .00 .71 
.03 - .00 .46 
.06 .00 .13 
-.04 .00 .24 
®Fewer than 10% of the sample rated this practice as a 
contributor to development. 
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Improved Performance at 
Previous Level 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
Percent Percent 
Female Male 
Mngrs Mngrs r^ p < 
7 . 8 =  7 . 2  - . 0 1  . 0 0  . 8 0  
1 9 . 9  1 8 . 1  - . 0 2  . 0 0  . 5 6  
9 . 9 =  8 . 1  - . 0 3  . 0 0  . 4 2  
1 3 . 0  1 2 . 3  - . 0 1  . 0 0  . 7 9  
3 3 . 9  2 5 . 9  - . 0 9  . 0 1  . 0 3  3 3 . 5  2 4 . 4  - . 1 0  . 0 1  . 0 1  
1 . 6 =  2 . 4  . 0 3  . 0 0  . 4 3  3 . 1 ®  1 . 8  - . 0 4  . 0 0  . 2 8  
1 3 . 4  1 3 . 3  - . 0 1  . 0 0  . 9 7  9 . 6  1 3 . 9  . 0 7  . 0 0  . 0 9  
4 8 . 1  5 1 . 2  . 0 3  . 0 0  . 4 3  5 3 . 1  5 5 . 4  . 0 2  . 0 0  . 5 5  
1 6 . 5  2 0 . 5  . 0 5  . 0 0  . 1 9  1 9 . 6  2 2 . 3  . 0 3  . 0 0  . 3 9  
1 2 . 4  1 1 . 4  - . 0 2  . 0 0  . 7 0  1 0 . 2 =  8 . 1  - . 0 4  . 0 0  . 3 5  
Table 25. Continued 
Improved Performance at 
Current Level 
Percent Percent 
Female Male _ 
Management Practice Mngrs Mngrs r r p < 
Made you aware of the 
criteria used for 
selection to High Talent 
and Special Development 
Programs 0,9 0.91 -.01 .00 .97 
Directed challenging, 
high visibility 
projects your way 20.2 28.6 .10 .01 .01 
Maintained a progressive 
attitude, a willingness 
to experiment and a 
creative environment 16.1 21.7 .07 .00 .07 
Practiced and supported 
the Honeywell Operating 
Principles 3.1 3.6 .01 .00 .72 
Established clear work 
goals and timetables 12.1 14.8 .04 .00 .32 
Helped you to gain 
recognition and visibil­
ity, not only in own 
group but in other groups 
and upper management as 
well 24.5 25.3 .01 .00 .82 
Did not hang fear of 
retribution over your 
head 8.7 12.7 .06 .00 .10 
Defined the business area, 
business strategies, and 
rate of growth such that 
many alternatives and 
opportunities were 
available 1.9^ 5.4 .09 .01 .01 
Gave you trust, support 
and autonomy 41.0 40.1 -.01 .00 .80 
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Improved Performance at 
Previous Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
2 . 2 *  1 . 8  - . 0 1  . 0 0  . 7 3  2 . 5 ®  3 . 6  . 0 3  . 0 0  . 4 0  
2 1 . 2  3 4 . 9  . 1 5  . 0 2  . 0 1  2 9 . 8  3 9 . 5  . 1 0  . 0 1  . 0 1  
1 4 . 6  1 8 . 1  . 0 5  . 0 0  . 2 3  1 1 . 2  1 3 . 0  . 0 3  . 0 0  . 4 9  
2 . 2 ®  2 . 4  . 0 1  . 0 0  . 8 4  
1 2 . 7  1 4 . 5  . 0 3  . 0 0  . 5 2  
1 . 9 ®  3 . 0  . 0 4  . 0 0  . 3 4  
7 . 8 *  6 . 6  - . 0 2  . 0 0  . 5 7  
2 0 . 2  3 2 . 5  . 1 4  . 0 2  . 0 1  3 7 . 0  4 6 . 7  . 1 0  . 0 1  . 0 1  
1 0 . 9  9 . 6  - . 0 2  . 0 0  . 6 0  5 . 3 ®  6 . 0  . 0 2  . 0 0  . 6 8  
2 . 2 ^  2 . 4  . 0 1  . 0 0  . 8 4  1 . 9 ®  3 . 0  . 0 4  . 0 0  . 3 4  
3 4 . 2  4 1 . 3  . 0 7  . 0 0  . 0 6  2 9 . 2  3 6 . 1  . 0 7  . 0 0  . 0 6  
Table 25. Continued 
Improved Performance at 
Current Level 
Percent Percent 
Female Male 0 
Management Practice Mngrs Mngrs r rP- p < 
Emphasized the importance 
of communication 
through participative 
management, frequent 
constructive feedback 
sessions, etc. 15.2 10.8 -.07 .00 .10 
Utilized and supported 
the job structuring 
and grading system 0.6* 1.5 .04 .00 .27 
Provided the resources 
for my development 7.8* 8.7 .02 .00 .65 
Did not hesitate to give 
performance feedback and 
provide constructive 
ideas on how to improve 18.0 18.7 .01 .00 .83 
Supported the notion of 
management development 
in meetings, memos and 
by reviewing your per­
formance in terms of how 
well you developed your 
subordinates 5.0* 3.0 -.05 .00 .20 
Practiced and supported the 
Honeywell ER principles 1.2* 2.4 .04 .00 .27 
Encouraged the development 
of a more participative 
work environment 2.8* 8.4 .12 .01 .01 
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Improved Performance at 
Previous Level 
Percent Percent 
Female Male 
Mngrs Mngrs r r^ p < 
Enhanced Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male 
Mngrs Mngrs r r^ p < 
8 . 4 *  4 . 2  - . 0 9  . 0 1  . 0 3  4 . 3 *  3 . 3  - . 0 3  . 0 0  . 4 9  
0 . 9 *  1 . 8  . 0 4  . 0 0  . 3 4  
8 . 1  1 2 . 0  . 0 7  . 0 0  . 0 9  
1 . 2 ®  3 . 0  . 0 6  . 0 0  . 1 2  
9 . 0  1 3 . 0  . 0 6  . 0 0  . 1 1  
1 7 . 7  1 3 . 6  - . 0 6  . 0 0  . 1 4  1 2 . 4  1 2 . 3  - . 0 1  . 0 0  . 9 8  
2 . 5 *  1 . 8  - . 0 2  . 0 0  . 5 5  
1 . 2 *  1 . 2  - . 0 1  . 0 0  . 9 6  
1 . 9  
1 .2 '  
a 2.1 .01  .00  .82  
0 . 6  - . 0 3  . 0 0  . 3 9  
0 . 9 ®  3 . 6  . 0 9  . 0 1  . 0 2  0 . 9 '  2 . 4  . 0 6  . 0 0  . 1 4  
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help in gaining recognition and visibility in their own and 
others groups as an important contributor to development at 
previous level (r = .14) and to promotability (r = .10). 
Again, r values are extremely small, suggesting that 
the statistically significant correlations between gender 
and each management practice may not be significant from a 
practical perspective. 
Gender Differences in Factors Perceived 
by Managers as Hindering Development 
Male and female managers' responses to individual 
hindrances to development as well as the correlations 
between gender and each hindrance are presented in Table 26. 
The results of these correlational analyses indicate that 
male managers rated management's emphasis on short-term 
results as a hindrance to development at their current level 
(r = .12), previous level, r = .14) and to their 
promotability (r = .10) significantly more than female 
managers. 
Similarly, male managers indicated that lack of time and 
opportunity for development (r = .09) and the organization's 
lack of emphasis on establishing training goals and carrying 
them out (r = .12) hindered development at their current 
level more than did female managers. Male managers also 
rated being direct/outspoken/disagreeing with management as 
a hindrance to development at previous level (r = .12) and . 
Table 26. Percentage of male and female managers Indicating 
each individual hindrance to management 
development and correlations between gender and 
each individual hindrance to management 
development 
Hindered Development at 
Current Level 
Hindrance 
Percent 
Female 
Mngrs 
Percent 
Male 
Mngrs r r2 p< 
Working for someone who 
others do not respect 14.9 13.6 -.02 .00 .62 
Lack of technical skills 11.8* 5.1 -.12 .01 .01 
Lack of feedback about 
your performance 19.3 17.2 -.03 .00 .49 
Being too valuable for a 
product line or project 
to be developed or get 
promoted 2.8* 5.1 .06 .00 .13 
Working for a climber 2.8* 5.7 .07 .00 .06 
Little or no opportunity 
for advancement 19.9 27.4 .09 .01 .02 
Sex discrimination 6.8* 0.6 -.17 .03 .01 
Inability to handle stress 1.2* 1.8 .02 .00 .56 
Not enough initial job 
orientation 16.8 10.2 -.09 .01 .01 
Non-performance based 
evaluations 12.4 11.1 -.02 .00 .61 
Race discrimination 0.6* 0.3 — .02 .00 .55 
Management's emphasis on 
short-term results 15.5 25.6 .12 • .01 .01 
Negative consequences 
associated with 
development (cost of 
training/replacement) 2.2 1.2 -.04 .00 .34 
Lack of motivation or 
interest on my part 3.7* 2.1 -.05 .00 .22 
My own lack of people 
managing and communication 
skills 7.5* 11.4 .07 .00 .08 
®Fewer than 10% of the sample rated this factor as a 
hindrance to development. 
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Hindered Promotability 
Hindered Development from Previous Level 
at Previous Level to Current Level 
Percent Percent Percent Percent 
Female Male _ Female Male _ 
Mngrs Mngrs r r p < Mngrs Mngrs r r p < 
1 8 . 3 1  
9 . 6 *  
1 5 . 7  
6 . 0  1 
1 
o
 o
 o
 o
 
o
 o
 
. 3 7  
. 0 9  
9 . 0  
9 . 0 *  
1 1 . 4  
5 . 1  
. 0 4  
- . 0 8  o
 o
 
M
 O
 o
 m
 
m
 o
 
1 3 . 0  1 6 . 9  . 0 5  . 0 0  . 1 7  5 . 3 *  9 . 9  . 0 9  . 0 1  . 0 2  
9 . 6  
4 . 2  
. 1 0  
- . 0 1  
. 0 1  
. 0 0  
. 0 1  
. 7 8  
7 . 8 *  
2 . 5 *  
1 2 . 4  
2 . 1  
. 0 7  
- . 0 1  
. 0 0  
. 0 0  
. 0 7  
. 7 5  
1 8 . 0 ^  1 6 . 3  
0 . 3  
2 . 1  
- . 0 2  
- . 2 0  
. 0 2  
. 0 0  
. 0 0  
. 0 0  
. 5 5  
. 0 1  
. 6 0  
2 3 . 9 =  
1 0 . 6 *  
1 . 2 *  
2 6 . 2  
0 . 3  
0 . 9  
. 0 3  
- . 2 3  
- . 0 2  
. 0 0  
. 0 5  
. 0 0  
. 5 0  
. 0 1  
. 6 7  
9 . 9 *  5 . 4  - . 0 8  . 0 1  . 0 3  5 . 0 *  3 . 0  - . 0 5  . 0 0  . 2 0  
:::: 9 . 6  0 . 6  . 0 0  . 0 2  . 0 0  . 0 0  1 . 0 0  . 5 8  1 4 . 6 =  0 . 3 *  1 3 . 0  0 . 6  — .  0 2  . 0 2  . 0 0  . 0 0  . 5 4  . 5 8  
1 3 . 7  2 5 . 0  . 1 4  . 0 2  . 0 1  7 . 1  1 3 . 0  •  . 0 1  . 0 0  . 0 1  
3 . 4 *  3 . 3  - . 0 1  . 0 0  . 9 4  4 . 3 *  2 . 1  —  . 0 6  . 0 0  . 1 0  
4 . 0 *  1 . 5  - . 0 8  . 0 1  . 0 5  2 . 2 *  3 . 6  . 0 4  . 0 0  . 2 7  
8 . 4 *  1 1 . 4  . 0 5  . 0 0  . 1 9  4 . 7 *  1 2 . 7  . 1 4  . 0 2  . 0 1  
Table 26. Continued 
Hindered Development at 
Current Level 
Percent Percent 
Female Male 
Hindrance Mngrs Mngrs r r p< 
Being promoted too quickly 2.2® 0.0 -.12 .01 .01 
Age discrimination 1.9® 3.6 .05 .00 .17 
Not being considered 
valuable enough to be 
developed 6.5 6.6 .01 .00 .96 
My not being able to give 
up control of the 
technical decision­
making process 3.7 7.5 .08 .01 .04 
Negative consequences for 
trying to develop myself 
(peer pressure, kidding) 3.7® 1.5 -.07 .00 .07 
Authoritarian manage­
ment/closed climate/ 
no risk taking 15.5 14.5 -.01 .00 .70 
Societal conditions 
outside Honeywell 
including the 
business climate 
Business mistake/ 
project failure 
Being direct/outspoken; 
disagreeing with 
management 
Not assertive enough 
Poor health 
Personal conflicts 
outside of work 
Physical handicaps 
Organization's lack 
of emphasis on 
establishing training 
goals and carrying 
them out 
No inter-divisional or 
interfunctional 
experience 8.5® 7.8 -.02 .00 .69 
4 . 3 ®  6 . 6  . 0 4  o 
o
 
o
 
CM 
0 . 6 ®  2 . 1  . 0 6  . 0 0  . 1 0  
9 . 0  
1 2 . 7  
0 . 6 ®  
1 2 . 7  
1 5 . 7  
0 . 3  
. 0 5  
. 0 4  
- . 0 2  
o
 o
 o
 
o
 o
 o
 
. 1 3  
. 2 8  
. 5 5  
3 . 7 ®  
0 . 0 ®  
2 . 7  
0 . 6  
- . 0 3  
. 0 5  
o
 o
 
o
 o
 
. 4 6  
. 1 6  
7 . 7  1 0 . 2  . 1 2  . 0 1  . 0 1  
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Hindered Development 
at Previous Level 
Hindered Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male 
Mngrs Mngrs r r2 p < 
Percent Percent 
Female Male 
Mngrs Mngrs r r" p < 
0.9 -
1.2 
.08 
.03 
.01 
.00 
.04 
.43 
0.6 
2.1 
-.08 
.02 
.01 
.00 
.05 
.60 
6.8® 3.9 -.06 .00 .10 7.1» 3.6 -.07 .00 .05 
3.4® 5.4 .05 .00 .21 1.9® 7.5 .13 .02 .01 
4.7® 2.1 -.07 .00 .07 2.2® 1.5 -.02 .00 .53 
14.9 13.6 -.02 .00 .62 11.5® 8.1 -.06 .00 .15 
4.3® 2.1 -.06 .00 .10 5.0® 5.1 .01 .00 .93 
1.6® 4.2 .08 .01 .04 1.2® 3.0 .06 .00 .12 
7.5 
12.7^ 
0.6® 
15.1 
16.9 
0.9 
.12 
.06 
.02 
.01 
.00 
.00 
.01 
.14 
.68 
9.0 
9.0 
0.3® 
13.3 
15.1 
0.6 
.06 
• .09 
.02 
.00 
.01 
.00 
.08 
.02 
.58 
2.8® 
0.6® 
3.0 
0.9 
.01 
.02 
.00 
.00 
.87 
.68 
1.9; 
0.3® 
1.8 
0.6 
-.01 
.02 
.00 
.00 
.96 
.58 
16.1 16.39 .01 .00 .97 13.0 13.0 -.01 .00 .97 
5.9® 3.3 -.06 .00 .11 6.5® 6.3 -.01 .00 .92 
Table 26. Continued 
Hindered Development at 
Current Level 
Percent Percent 
Female Male 0 
Hindrance Mngrs Mngrs r r^ p< 
Being delegated 
responsibility without 
being given adequate 
amount of authority 18.05 16.3 -.02 .00 .55 
Too many subordinates 8.1* 5.1 -.06 .00 .13 
Lack of time for 
development because 
of other job demands 34.8 27.1 -.08 .01 .13 
259 
Hindered Development 
at Previous Level 
Percent Perdent 
Female Male _ 
Mngrs Mngrs r r p < 
Hindered Promotability 
from Previous Level 
to Current Level 
Percent Percent 
Female Male _ 
Mngrs Mngrs r r p < 
2 0 . 8 ^  1 6 . 9  
2 . 5 *  2 . 7  
20.2 16.0 
- . 0 5  . 0 0  . 2 0  
. 01  . 00  . 86  
- . 0 5  . 0 0  . 1 6  
8.1^ 2.0 
0 . 9 *  1 . 5  
1 4 . 3  1 4 . 5  
. 0 7  . 0 0  . 0 9  
. 0 3  . 0 0  . 5 0  
. 0 1  . 0 0  . 9 5  
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not being assertive enough as a hindrance to promotability 
(r = .09). Female managers more often cited deficiency in 
initial job orientation as a hindrance to development at 
current level than did male managers. 
As with previously discussed developmental activities, 
all correlations between gender and management practices 
2 
were extremely small. It appears from the r values, that 
the variance in subject's responses attributable to gender 
is extremely small. 
Summary of Gender Differences in Work Experiences 
Contributing to Management Development 
Tables 27a and 27b summarize the overall number of 
significant relationships between gender and each individual 
relationship, experience, management practice, and 
hindrance. For 22% of these management development 
activities gender was significantly correlated with 
managers' ratings. (When only activities rated by at least 
10% of managers are considered, gender was significantly 
correlated with the activities 25% of the time.) However, 
as discussed in the previous sections, the strength of these 
relationships is so weak that gender differences appear to 
be a relatively inconsequential influence on management 
2 development that occurs on the job. The average r value 
for items significantly correlated with gender was .01. 
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Table 27a. Percentage of relationships, experiences, 
management practices and hindrances for which 
significant (p < .05) gender differences were 
found 
A* B** c*** Total 
Relationships 38% 
(5/13) 
38% 
(5/13) 
23% 
(3/13) 
33% 
(13/39) 
Experiences 13% 
(4/30) 
17% 
(5/30) 
20% 
(6/30) 
17% 
(15/90) 
Management 
Practices 
17% 
(4/24) 
21% 
(5/24) 
13% 
(3/24) 
17% 
(12/72) 
Hindrances 24% 
(8/33) 
24% 
(8/33) 
27% 
(9/33) 
25% 
(25/99) 
Total 21% 
(21/100) 
23% 
(23/100) 
21% 
(21/100) 
22% 
(65/300) 
* A  =  Improved or hindered performance at current level. 
**B = Improved or hindered performance at previous level. 
***C = Improved or hindered promotability from previous 
level to current level. 
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Table 27b. Percentage of relationships, experiences, 
management practices and hindrances for which 
significant (p < .05) gender differences were 
found* 
A* B** c*** Total 
Relationships 50% 
(3/6) 
33% 
(2/6) 
29% 
(2/7) 
37% 
(7/9) 
Experiences 27% 
(4/15) 
27% 
(4/15) 
13% 
(2/15) 
22% 
(10.45) 
Management 
Practices 
17% 
(2/12) 
21% 
(3/14) 
27% 
(3/11) 
22% 
(8/37) 
Hindrances 31% 
(4/13) 
20% 
(2/10) 
22% 
(2/9) 
25% 
(8/32) 
Total 28% 
(13/46) 
24% 
(11/45) 
21% 
(9/42) 
25% 
(33/133) 
*A = Improved or hindered performance at current level. 
**B = Improved or hindered performance at previous level. 
***C = Improved or hindered promotability from previous 
level to current level. 
*Only relationships, experiences, management practices 
and hindrances for which at least 10% of managers responded 
"yes" are included. 
263 
Data presented in Tables 28-31 also support the 
conclusion that gender has a relatively minor influence on 
manager's evaluation of management development activities. 
These tables summarize the top five relationships, 
experiences, management practices and hindrances for male 
and female managers separately, as well as for the total 
sample. In most cases, the relationships, experiences, 
management practices and hindrances rated as most important, 
were nearly identical for male and female managers. 
The percentages of contributors/hindrances to 
development which were listed as among the top five for both 
male and female managers was computed and are presented in 
Table 32. Eighty percent of the top five relationships, 87% 
of experiences, 93% of management practices and 73% of 
hindrances were identical for male and female managers. 
Overall, 83% of these top contributors to development were 
the same for males and females. 
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Table 28. Top five relationships which contributed to 
development 
Total Sample Female Managers Male Managers 
Relationships which 
1. Supervisor 
2. Subordinates 
3. Managers of 
other areas 
within function 
(peers) 
4. Cross functional 
contacts 
5..Supervisor's 
Supervisor 
Relationships which 
1. Supervisor 
2. Subordinates 
3. Managers of 
other areas 
within function 
(peers) 
4. Cross functional 
contacts 
improved performance 
1. Supervisor 
2. Subordinates 
3. Managers of 
other areas 
within function 
(peers) 
4. Cross functional 
contacts 
5. Supervisor's 
Supervisor® 
improved performance 
1. Supervisor 
2. Managers of 
other areas 
within function 
(peers) 
3. Subordinates 
4. Cross functional 
contacts 
at current level 
1. Managers of 
other areas 
within function 
(peers) 
2. Cross functional 
contacts 
3. Supervisor 
4. Subordinates 
5. Top Management^ 
at previous level 
1. Supervisor 
2. Subordinates 
3. Managers of 
other areas 
within function 
(peers) 
4. Cross functional 
contacts 
^Relationships which were not among the top five for 
both men and women. 
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Table 28. Continued 
Total Sample Female Managers Male Managers 
5. Supervisor's 5. Supervisor's 5. Lead persons 
supervisor supervisor* (engineers, 
accountants, 
etc. ) 
Relationships which enhanced promotability from previous 
level to current level 
1. Supervisor 1. 
2. Supervisor's 2. 
supervisor 
3. Managers of 3. 
other areas 
within function 
(peers) 
4. Cross functional 4. 
contacts 
5. Subordinates 5. 
Supervisor 1. 
Supervisor's 2. 
supervisor 
Managers of 3. 
other areas 
within function 
(peers) 
Cross functional 4. 
contacts 
Top management* 5. 
Supervisor 
Supervisor's 
supervisor 
Managers of 
other areas 
within function 
(peers) 
Cross functional 
contacts 
Subordinates* 
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Table 29. Top five experiences which contributed to 
development 
Total Sample Female Managers Male Managers 
Experiences which improved performance at current level 
1. Coaching others 
on job-related 
tasks 
2. Taking charge 
of new or 
struggling 
project/ 
products 
3. Assessing your 
own personal 
strengths, 
weaknesses and 
opportunities 
for improving 
your current 
job 
4. Working in a 
situation in 
which job-related 
decision-making 
is solely your 
responsibility 
5. Working under an 
increase in work 
load/pressure 
1. Coaching others 
on job-related 
tasks 
2 .  
3. Taking charge of 
a new or 
struggling 
project/products 
4. Working in a 
situation in 
which job-related 
decision-making 
is solely your 
responsibility 
5. Working under an 
increase in work 
load/pressure 
1. Coaching others 
on job-related 
tasks 
3. Assessing your 
own personal 
strengths, 
weaknesses and 
opportunities 
for improving 
your current 
job 
4. Allowing others 
to gain experi­
ence by 
performing 
various aspects 
of your job® 
5. Working in a 
situation in 
which job 
related 
decision making 
is solely your 
responsibility 
Assessing your 2. Taking charge 
own personal of new or 
strengths, weak- struggling 
nesses and project/ 
opportunities for products 
improving in your 
current job 
^Experiences which were not among the top five for both 
mean and women. 
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Table 29. Continued 
Total Sample Female Managers Male Managers 
5. Serving on 
special commit­
tees,task 
teams 
Experiences which improved performance at previous level 
1. Taking charge 
of new or 
struggling 
projects/ 
products 
2. Coaching others 
on job-related 
tasks 
3. Working under 
an Increase 
in work load/ 
pressure 
4. Working in a 
situation in 
which job-
related decision 
making is 
solely your 
responsibility 
5. Performing one 
or more of super­
visor's tasks 
1. Taking charge 
of new or 
struggling 
projects/ 
products 
2. Coaching others 
on job-related 
tasks 
3. Working under 
an Increase 
in work load/ 
pressure 
4, Performing one 
or more of 
supervisor's 
tasks 
1. Taking charge 
of new or 
struggling 
projects/ 
products 
2. Coaching others 
on job-related 
tasks 
3. Working in a 
situation in 
which job-
related 
decision 
making is 
solely your 
responsibility 
4. Working under 
an Increase 
in work load/ 
pressure 
5. Working in a 5. Serving on a 
situation in special 
which job-related committee or 
decision making is team 
solely your 
responsibility 
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Table 29. Continued 
Total Sample Female Managers Male Managers 
Experiences which enhanced promotability from previous level 
to current level 
1. Taking charge 
of a new or 
struggling 
project/product 
2. Performing one 
or more of 
supervisor's 
tasks 
3. Working under an 
increase in work 
load/pressure 
4. Coaching others 
on job-related 
tasks 
1. Taking charge 
of new or 
struggling 
project/products 
2. Performing one 
or more of 
supervisor's 
tasks 
3. Coaching others 
on job-related 
tasks 
4. Working under an 
increase in work 
load/pressure 
1. Taking charge 
of a new or 
struggling . 
project/product 
2. Working under 
an increase in 
work load/ 
pressure 
3. Performing one 
or more of 
supervisor's 
tasks 
4. Working in a 
situation in 
which job-
related 
decision making 
is solely your 
responsibility 
5. Working in a 
situation in 
which job-related 
decision-making 
is solely your 
responsibility 
5. 
Working in a 5 
situation in 
which job-related 
decision-making 
is solely your 
responsibility 
Assessing your own 
personal strengths, 
weaknesses and 
opportunities for 
career development 
Coaching others 
on job-related 
tasks 
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Table 30. Top five management practices which contributed 
to development 
Total Sample Female Managers Male Managers 
Practices which improved performance at current level 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Gave you trust, 
support, and 
autonomy 
4. Directed 
challenging, 
high visibility 
projects your way 
5. Often served as 
a model of 
what not to do 
1. Gave you trust, 
support, and 
autonomy 
2. Provided a 
variety of 
assignments and 
opportunities 
Served as a 
coach on specific 
tasks and also 
acted as a mentor 
in guiding your 
development 
4. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
5. Often served as 
a model of 
what not to do 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Gave you trust, 
support, and 
autonomy 
3. Directed 
challenging, 
high visibility 
projects your 
way* 
4. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
5. Often served as 
as a model of 
what not to do 
3. Helped you gain 3. 
recognition and 
visibility, not 
only in your own 
group but in other 
groups and upper 
management as well 
^Practices which were not among the top five for both 
men and women. 
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Table 30. Continued 
Total Sample Female Managers Male Managers 
Practices which improved performance at previous level 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Gave you trust, 
support, and 
autonomy 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Served as a coach 
on specific tasks 
and also acted as 
mentor in guiding 
your development 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Gave you trust, 
support, and 
autonomy 
3. Directed 
challenging, 
high visibility 
projects your 
way 
3. Served as a coach 3. Gave you trust, 
on specific tasks support, and 
and also acted as autonomy 
a mentor in guiding 
your development 
4. Directed 
challenging, 
high visibility 
projects your way 
Directed 
challenging, 
high visibility 
projects your way 
Helped you to 
gain recogni­
tion and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
5. Helped you gain 
recognition and 
visibility, not 
only in your own 
group but in 
other groups and 
upper management 
as well 
5. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but in 
other groups and 
upper management 
as well 
5. Served as a 
coach on 
specific tasks 
and also acted 
as a mentor in 
guiding your 
development 
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Table 30. Continued 
Total Sample Female Managers Male Managers 
Practices which enhanced promotability from previous level 
to current level 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
1. Provided a 
variety of 
assignments and 
opportunities 
2. Helped you gain 
recognition and 
visibility, not 
only in your 
own group but 
in other groups 
and upper 
management as 
well 
3. Directed 
challenging, 
high visibility 
projects your way 
Served as a 
coach on specific 
tasks and also 
acted as a mentor 
in guiding your 
development 
Directed 
challenging 
projects your 
way 
4. Gave you trust, 
support, and 
autonomy 
5. Served as a 
coach on 
specific tasks 
and also acted 
as a mentor in 
guiding your 
development 
4. Directed 4. Gave you trust, 
challenging, high support, and 
visibility pro- autonomy 
jects your way 
5. Gave you trust, 
support, and 
autonomy 
5. Served as a 
coach on 
specific tasks 
and also acted 
as a mentor in 
guiding your 
development 
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Table 31. Top five hindrances to development 
Total Sample Female Managers Male Managers 
Factors which hindered performance at current level 
1. Lack of time for 
development 
because of other 
job demands 
2. Little or no 
opportunity for 
advancement 
1. Lack of time for 
development 
because of other 
job demands 
2. Little or no 
opportunity for 
advancement 
1. Little or no 
opportunity for 
advancement 
Lack of time 
for development 
because of 
other job 
demands 
3. Management's 
emphasis on 
short-term 
results 
3. Lack of feedback 
about your 
performance 
3. Management's 
emphasis on 
short-term 
results® 
4. Lack of feedback 
about your 
performance 
5. Being delegated 
responsibility 
without being 
given adequate 
amount of 
authority 
4. Being delegated 
responsibility 
without adequate 
amount of 
authority 
5. Organization's 
lack of emphasis 
on establishing 
training goals 
and carrying 
them out 
4. Lack of feed­
back about your 
performance 
5. Being delegated 
responsibility 
without being 
given adequate 
amount of 
authority 
Factors which hindered performance at previous level 
Management's 
emphasis on 
short-term 
results 
Being delegated 
responsibility 
witout being 
given adequte 
amount of 
authority 
Management's 
emphasis on 
short-term 
results® 
^Factors which were not among the top five for both men 
and women. 
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Table 31. Continued 
Total Sample Female Managers Male Managers 
2. Being delegated 
responsibility 
without being 
given adequate 
authority 
3. Lack of time 
for development 
because of other 
job-related 
demands 
4. Little or no 
opportunity for 
advancement 
2. Lack of time for 
development 
because of other 
job-related 
demands^ 
3. Working for 
someone who 
others do not 
respect 
4. Little or no 
opportunity for 
advancement 
2. Being delegated 
responsibility 
without being 
given adequate 
authority 
3. Not assertive 
enough 
4. Lack of feed­
back about your 
performance 
5. Working for 
someone who 
others do not 
respect 
5. Organization's 
lack of 
emphasis on 
establishing 
training goals 
and carrying 
them out 
5. Organization's 
lack of 
emphasis on 
establishing 
training goals 
and carrying 
them out 
5. Little or no 
opportunity for 
advancement 
Factors which hindered promotability from previous level to 
current level 
1. Little or no 1. Little or no 1. Little or no 
opportunity opportunity opportunity 
for advancement for advancement for advancement 
2. Lack of time for 2. Non-performance 2. Not assertive 
development based evaluations enough® 
because of other 
job-related 
demands 
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Table 31. Continued 
Total Sample Female Managers Male Managers 
3. Non-performance 
based evaluations 
4. Organization's 
lack of emphasis 
on establishing 
training goals 
and carrying 
them out 
5. Not assertive 
enough 
3. Lack of time 
for development 
because of 
other job-
related demands 
4. Organization's 
lack of emphasis 
on establishing 
training goals 
and carrying 
them out 
5. Authoritarian 
management/closed 
climate/no risk 
taking* 
3. Lack of time 
for development 
because of 
other job-
related demands 
4. Being direct/ 
out-spoken/ 
disagreeing 
with 
a management 
5. Organization's 
lack of 
emphasis on 
establishing 
training goals 
and carrying 
them out 
5. Management's 
emphasis on 
short-term 
results* 
5. Non-performance 
based evalua­
tions 
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Table 32. Percentage of top five relationships, 
experiences, and management practices and 
hindrances which were the same for both male 
and female managers 
A* B** C*** Total 
Relationships 80% 80% 80% 80% 
(4/5) (4/5) (4/5) (12/15) 
Experiences 80% 80% 100% 87% 
(4/5) (4/5) (5/5) (13/15) 
Management 80% 100% 100% 93% 
Practices (4/5) (5/5) (5/5) (14/15) 
Hindrances 80% 60% 80% 73% 
(4/5) (3/5) (4/5) (11/15) 
Total 80% 80% 90% 83% 
(16/20) (16/20) (18/20) (50/60) 
*A = Improved or hindered performance at current level. 
**B = Improved or hindered performance at previous level. 
***C = Improved or hindered promotability from previous 
level to current level. 
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DISCUSSION 
Management development that occurs on the job has been a 
relatively unexplored topic. The literature suggests that 
even less is known about the development of female managers. 
The purpose of this study, therefore, was to determine more 
specifically, which relationships, on-the-job experiences 
and management practices were most likely to be perceived by 
managers as contributing to development. This study also 
addressed potential gender differences in these on-the-job 
experiences which may hinder or enhance the development of 
female managers. 
In this discussion the results of this study will be 
summarized. In addition, the following issues will be 
addressed: the implications of the findings for management 
development practitioners, the generalizability of the study 
results to other organizations and managers, limitations of 
the study, and directions for future research. 
On-the-Job Activities and Management Development 
One of the purposes of this research study was to 
determine more specifically, the types of relationships, 
on-the-job experiences and management practices that enhance 
managers' development. In addition, the factors that hinder 
managers' development were also explored. Table 33 
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Table 33. Summary of relationships, experiences, management 
practices which are most likely to enhance 
development and factors which are most likely to 
hinder development 
Relationships: 
Supervisors 
Subordinates 
Managers/Peers within the same area 
Cross-functional contacts 
Experiences: 
Coaching others on job-related tasks 
Taking charge of new or struggling projects 
Being given sole responsibility for decision making 
Increased work load/pressure 
Performing one or more of supervisor's tasks 
Management Practices: 
Providing a variety of assignments and opportunities 
Trust, support and autonomy 
Help in gaining recognition and visibility in own work 
group, other work groups and with top management 
Direction toward challenging, high visibility projects 
Coaching, mentoring and modeling 
Hindrances: 
Lack of time for development because of other job 
demands 
Little or no opportunity for advancement 
Management's emphasis on short-term results 
Being delegated responsibility without being given 
adequate authority 
Non-performance based evaluations 
Organization's lack of emphasis on establishing training 
goals and carrying them out 
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summarizes the activities most likely to enhance or hinder 
development. 
Relationships that Contribute to Management Development 
Tho findings indicate that supervisors, subordinates, 
peer managers within the same area, and cross functional 
contacts are those most likely to have the strongest 
influence on managers' development. As Figure 3 indicates, 
each of these work relationships are with individuals who 
are closest to the manager in the organizational hierarchy. 
It is likely that managers spend the greatest amount of time 
with these individuals and may also interact with them most 
frequently. In addition, both a manager's day-to-day 
activities and long-term success may be closely aligned with 
the activities of those closest to him or her in the 
organization. 
First, managers' supervisors are clearly the single 
strongest influence on both development and promotability. 
It appears likely that supervisors are in the ideal position 
to serve the developmental functions Kram (1985a) associated 
with mentors, role models, sponsors and coaches. Second, 
this study draws attention to the frequently unrecognized 
influence of subordinates on the development of their 
superiors. It appears to be a misconception that only the 
"junior" persons in relationships are those who benefit. 
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Third, managers in the same area may fill the role of 
peer, whom Kram (1985a) suggests share information, provide 
feedback, support, and confirmation. Cross-functional 
contacts may also act as peers and provide managers with 
valuable information. Finally, with regard to 
promotability, supervisors' superiors appear to be of key 
importance to upward mobility. 
In summary, it appears that those individuals at work, 
with whom managers are most likely to have the most contact, 
and whose work is highly interdependent with the managers, 
are most likely to have the greatest impact on development. 
Kram (1985a) uses the term "relationship constellation" (p. 
149) to describe the group of individuals that support 
development. Figure 5 depicts the constellation of 
relationships that managers in this study reported were most 
beneficial to development. 
Experiences that Contribute to Management Development 
Despite the fact that development through job 
experiences is typically not planned, and is usually a 
secondary purpose, this study demonstrates a substantial 
degree of consistency in the experiences that managers 
indicated were important to development. Specifically, the 
experiences that appear to have particularly strong 
developmental properties include: 
1. Coaching others on job-related tasks; 
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Cross functional 
contacts 
Primary Work Area/Function 
Supervisor 
Managers/ 
Peers in 
same area 
Managers/ 
• Peers in 
same area 
Manager 
Subordinates 
Cross functional 
contacts V 
Figure 5. Relationships most likely to contribute to 
development 
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2. Taking charge of a new or struggling project; 
3. Being given sole responsibility for decision making; 
4. Increased work load or pressure; and 
5. Performing one or more of supervisor's tasks. 
Each of these experiences correspond to those 
categorized in the earlier literature review as individual 
job assignments. More specifically, the experiences found 
to be particularly important in this study are similar to 
what McCauley (1986) and Lombardo (1985) refer to a 
"starting-from-scratch assignments," "fix-it/turn-it around 
jobs" and jobs involving a "leap in scope." 
McCauley and Lombardo suggest that these types of work 
experiences are important to development because they 
involve: 
1. broad responsibility and exercise of power; 
2. development of leadership skills; 
3. gaining cooperation and teamwork; 
4. risks and pressure; 
5. stressful situations requiring coping skills; and 
6. learning new skills on-the-run. 
These features, suggested by McCauley and Lombardo, are 
likely components of the experiences found to be important 
in this study. A key common ingredient for most of the 
experiences is challenge. This study, therefore, supports 
the existing research that has found challenge to be of key 
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importance in development (Bray et al., 1974; Kaufman, 1974; 
Bray & Howard, 1983). 
Coaching others on job-related tasks was noted by over 
one-third of managers as important to development at current 
and previous level. This suggests that coaching may be a 
particularly important skill for managers to master, not 
only for the sake of their subordinates' development, but 
their own development as well. 
Surprisingly, several of the experiences which have been 
considered to be important to development were not found to 
be of particularly strong value in this study. For example, 
job rotation, or movement of a manager to different 
functional areas or divisions has been frequently used as a 
developmental strategy. In contrast, in this research, 
typically fewer than one-tenth of managers believed that 
work in different areas, divisions or jobs contributed to 
development. However, this finding might result from the 
fact that many managers may never have had the opportunity 
to work in other areas or divisions, and thus could not 
acknowledge it as developmental. The demographic data 
collected, in fact, indicates that over 68% had worked only 
in one division. 
Committee and board experiences have also been 
frequently noted as important experiences. This research 
found that serving on special committees or teams was 
283 
moderately important to development. Typically about 
one-fifth of managers indicated this experience as an 
influential contributor to development. However, this is 
considerably less than the challenging types of individual 
assignments. 
To summarize, this study suggests that work experiences 
from which managers are most likely to develop involve 
challenging assignments, in which the manager has a high 
degree of responsibility and also assignments involving the 
job-related development of others. 
Management Practices that Contribute to Development 
Although management practices are rarely recognized as a 
formal component of management development, it was suggested 
that management may act as a catalyst, by fostering 
relationships, providing opportunities for challenging work, 
and supporting development. The results of this study 
support the catalytic role management practices play in 
managers' growth. Specifically, in this research, the 
practices managers rated as having the greatest impact on 
their development included: 
1. Providing a variety of assignments and opportunities; 
2. Trust, support and autonomy; 
3. Help in gaining recognition and visibility in own group, 
other groups and with top management; 
4. Direction toward challenging, high visibility projects; 
and 
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5. Coaching, mentoring and modeling. 
Clearly, the most important practices on the part of 
management involved creating opportunities, support and 
freedom for development and also enhancment of managers' 
visibility in the organization. 
In the literature review it was suggested that career 
discussions and goals setting may be particularly 
influential management practices. Although several managers 
did indicate that these were important contributors to their 
development, these practices appear to have had an influence 
on fewer managers than did providing opportunities, 
visibility and support. This study suggests that 
performance appraisal may also be moderately important to 
development. However, the critical modifier is that 
evaluations be fair and honest. 
Hindrances to Development 
This study also explored factors which may hinder 
managers' development. It is important to not only enhance 
factors that will maximize development, but to remove 
barriers that hinder development. In this research, those 
factors found most likely to hinder managers' development 
were the following: 
1. lack of time for development because of other job 
demands; 
2. little or no opportunity for advancement; 
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3. management's emphasis on short-term results; 
4. being delegated responsibility without being given 
adequate authority; 
5. non-performance based evaluations; and 
6. organization's lack of emphasis on establishing training 
goals and carrying them out. 
In many ways, the key themes in these hindrances appear 
to be the reverse of those management practices that 
facilitate development: lack of opportunities, lack of 
freedom/authority, lack of support and minimal commitment 
(as evidenced through lack of training goals and emphasis on 
the short-term). This study clearly indicates how 
organizations may not only fail to develop, but may actually 
hinder development by not providing adequate time and 
resources for growth and by not making a commitment to 
long-range development goals. Secondly, performance . 
evaluations, when inappropriately based on factors other 
than performance, hurt rather than help managers. 
Gender Differences in On-the-Job Management Development 
The second portion of this study was devoted to 
exploring potential gender differences in on-the-job 
management development. The literature reviewed in previous 
sections indicated that male and female managers were more 
similar than dissimilar, suggesting that males and females 
should also be similar in terms of development. Conversely, 
however, there was also literature supporting the 
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possibility of gender differences in informal management 
development. Thus, a second purpose of this study was to 
analyze gender differences in activities managers perceived 
as contributing to development as well as the magnitude of 
any existing differences. 
Gender Differences on the Demographic Variables 
The male and female managers in this study were slightly 
different with regard to many of the demographics collected. 
Specifically, male managers were slightly older, had been in 
the organization and management longer, were in higher 
levels of management and had taken more formal management 
development courses. The areas in which male and female 
managers were similar in this study included formal 
management education, self appraisal of performance and 
perceptions of job stage. 
It is not surprising to find that women are lower on the 
organizational ladder than their male counterparts, who have 
been in the organization longer and have had more years of 
experience in management. Of importance to this study is 
the lack of gender differences in management development 
that were found, in spite of the multitude of statistically 
significant gender differences on a variety of demographic 
factors. 
A second male-female, similarity found in this study that 
contrasts with previous research is the lack of significant 
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differences in self-appraisals of performance. Prior 
studies have indicated that females may possess lower 
self-efficacy expectations and lower self confidence (Deaux, 
1979; Hackett & Betz, 1981; Lenney, 1977; Maccoby & Jacklin, 
1974; McCarty, 1986; O'Leary, 1974). However, the findings 
in this study suggest that male and female managers do not 
differ in their perceptions of their own performance. We 
would expect these self-appraisals to be influenced by 
self-confidence and self-efficacy expectations. However, 
both male and female managers rated their performance as 
equal to or above the level of their current job. 
Gender Differences in Relationships Contributing 
to Development 
In the review of the literature on gender differences it 
was suggested that work relationships may have particularly 
potent developmental benefits for women. The results of 
this study suggest that both male and female managers find 
supervisors, subordinates, peers and cross-functional 
contacts most valuable to their growth. 
Statistically, several of the relationships were found 
to be correlated with gender. Specifically, male managers 
found subordinates and cross-functional contacts more 
important to their development compared to female managers. 
However, the effect of these differences is so small, it is 
not likely to be of much meaning in a practical sense. 
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Overallr the similarities between men and women in the 
relationships they rated as important to their development 
as a manager, greatly outweighed the differences. 
Gender Differences in Experiences Contributing 
to Development 
No prior research existed with regard to gender 
differences in the importance of on-the-job experiences. 
The results of this study suggest that challenging job 
assignments and coaching others are powerful influences on 
the growth of both male and female managers. 
Statistically, the results indicate that sole 
responsibility for decision making, performing supervisor's 
tasks, getting to know others useful for development and 
self-assessment were rated by slightly more females as 
important contributors to their development. Again, 
however, overall gender differences in self-reported 
importance of various work experiences were extremely small 
and of questionable practical significance. 
Gender Differences in Management Practices 
Contributing to Development 
Prior to this study, little research existed on the role 
of management practices in management development and even 
less on gender differences in this area. The results of 
this study suggest that gender differences in the management 
289 
practices which are important contributors to development 
are, again, extremely small. 
Statistically, female managers indicated that coaching 
and mentoring were more important to development. Male 
managers, on the other hand, more often indicated that 
direction toward challenging, high visibility projects and 
help in gaining recognition and visibility were important to 
development. Thus, it appears that overall, male and female 
managers are similar in the management practices that 
contribute to development. 
Gender Differences in Hindrances to Development 
This study also explored potential differences in the 
factors perceived by males and females as hindering their 
development. Again, statistically male and female managers 
were found to differ in their ratings of several hindrances: 
women managers were more likely to perceive deficient job 
orientation a hindrance, while male managers more often 
perceived management's emphasis on short-term results, lack 
of emphasis on training goals, and lack of time as hindering 
factors. It must be emphasized, however, that the magnitude 
of these differences is likely too small to have practical 
implications for management development. 
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Summary of Gender Differences in 
On-the-Job Management Development 
The lack of any sizable gender differences found in this 
study is striking. Despite significant differences between 
male and female managers on such variables as management 
level and tenure, and potential differences in access to the 
relationships, experiences, and management practices, there 
were no extreme differences in the activities considered 
important to development. These results suggest that 
management development for male and female managers should 
be far more similar than dissimilar. 
Just as prior research has found few gender differences 
with regard to motivation, leadership, problem solving 
skills, knowledge and resilience, this study supports a 
conclusion of few gender differences in the experiences that 
contribute to development. Because this study did find 
several small gender differences, the potential for subtle 
gender differences should not be entirely dismissed. In 
addition, it cannot be determined from this study whether 
all male and female managers have equal access to 
developmental relationships, experiences and management 
practices. However, the results clearly suggest that it 
would be more beneficial to focus on gender similarities in 
on-the-job management development than on gender 
differences. 
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Implications of the Study 
Implications for the Development of Managers 
First, this study supports the value of development that 
occurs on the job through work relationships, job 
experiences and management practices. Clearly, the 
development of managers may be facilitated by broadening the 
concept and practice of management development to include 
informal learning that occurs on the job, in addition to 
formal learning that takes place off the job. 
Historically, on-the-job development has not been 
planned or systematic. Prior to this study, little research 
existed on specifically which types of relationships, 
experiences and management practices would be most likely to 
enhance growth. This study has taken an initial step 
forward in clarifying the relationships and activities which 
organizations may want to begin actively fostering as 
management development tools. Similarly, several strong 
hindrances to development have been identified, which 
organizations may want to actively minimize. 
Work Relationships 
Organizations may want to examine features of the work 
environment that encourage or interfere with work 
relationships. Kram (1985a) suggests that the culture of an 
organization influences how individuals relate to others at 
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all organizational levels* Research exploring the variables 
that enhance the development of beneficial work 
relationships would be an extremely valuable addition to the 
literature. 
This study suggests that those individuals closest to a 
manager in the organizational hierarchy, or those with whom 
frequent contact is likely, may have the greatest influence 
on development. More specific research is needed to 
empirically determine why these relationships are most 
valuable. However, organizations may consider designing 
work and the work environment in a way that legitimizes 
regular contact among managers and their supervisors, 
subordinates, peers within the same area and cross 
functional contacts. 
The results of this study underscore the importance of 
developing the interpersonal skills required to manage 
relationships at all levels of the hierarchy. The 
development of managers who lack the ability to communicate 
with superiors, peers and subordinates may be adversely 
affected. 
Job Experiences 
One of the implications of this study is that 
organizations should provide managers with assignments and 
experiences that continue to challenge them. Systematically 
incorporating difficult assignments into managers' jobs may. 
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be crucial in improving their performance and preparing them 
for higher levels of management. Specifically, 
organizations may facilitate growth by putting managers in 
charge of new or struggling projects, giving them sole 
responsibility for decision making, by allowing them to 
perform parts of their supervisor's job, or by increasing 
their work load or pressure. However, the risks associated 
with errors that may occur by learning by doing should be 
carefully weighed against the developmental benefits. 
The results of this study also draw attention to the 
importance of people-development skills. Organizations may 
want to encourage managers to spend a greater proportion of 
their time coaching others and also commit more resources to 
formal training in coaching. Because coaching and being 
coached are both developmental, the implication of this 
study is that commitment to coaching may have two-fold 
benefits. Clearly, technical expertise should not be 
obtained at the expense of people-development skills. 
Management Practices 
As previously noted, the practices of management may be 
a critical initiating force for development that occurs 
through on-the-job activities. The results of this study 
imply several actions management may consider taking to 
enhance management development. First, management should 
ensure that all managers have access to a variety of 
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challenging assignments. Second, management should consider 
rewarding performance by promoting visibility in the 
organization. Finally, providing an adequate degree of 
trust, support and freedom appears critical for the unique 
development of a manager to occur. 
Hindrances 
In addition to enhancing managers' development by 
facilitating certain relationships, experiences and 
management practices, organizations should also focus on 
removing obstacles to development. This study suggests that 
serious hindrances may be minimized by providing adequate 
time for development, ensuring adequate authority for 
carrying out responsibilities, and by establishing and 
carrying out training goals. In addition, organizations 
should clearly specify the opportunities for advancement 
that exist, within current positions, laterally, as well as 
vertically. 
Finally, managers in this study felt that their 
promotability was hindered by evaluations that were not 
based on performance. Not only is this practice 
questionable from a legal perspective, it appears to have 
deleterious effects on development. Management should 
carefully examine their performance appraisal systems to 
guard against evaluations that are based on factors 
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unrelated to performance and should encourage accurate, 
honest performance feedback. 
Implications for the Development of Female Managers 
One of the controversies underlying this research 
project involved the design of different types of management 
development for male and female managers. Unfortunately, 
little empirical evidence was available regarding gender 
differences in management development to guide the 
practitioner in determining whether to treat female managers 
the same as their male counterparts. The results of this 
study imply that there is no clear reason to enhance 
different types of relationships, experiences or management 
practices for male and female manager^. 
Because gender-based treatment may potentially have 
harmful consequences for women (Bruning & Snyder, 1983; 
Chacko, 1982) it appears that differential development 
should focus on individual differences rather than gender 
differences. Thus, the implications of this study for the 
development of female managers are the same as those 
discussed in the prior sections for managers in general. 
One key gender-related issue that has been alluded to in 
prior sections is that of equal access. Do all female 
managers have the same opportunities as male managers to 
form relationships, tackle challenging assignments, obtain 
visibility, coach others and receive support? This is a 
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critical question that cannot be answered by this study. 
Because these results indicate that the same types of 
on-the-job activities are important to the development of 
male and female managers, it is important for organizations 
to ensure equal opportunity in this type of management 
development. 
As has been suggested earlier, if women do not have 
equal access to the subtle on-the-job management development 
opportunities required for promotion to upper level 
positions simply because of their gender, a company could be 
viewed as discriminatory. Organizations should give 
increased scrutiny to these potentially subtle types of 
barriers. 
Limitations of the Study 
The present research design was powerful in a number of 
respects. First, this study was high in realism, since it 
involved study of real managers in their actual work 
environment. Second, the size of the sample analyzed in 
this study was large, ensuring a reasonably high degree of 
statistical power for detecting gender differences if they 
were to be found. Third, the survey methodology made it 
possible to gather a large amount of information on a 
variety of types of on-the-job management development 
activities. Finally, this study has been of value in 
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contributing research to an area in which practically no 
empirical data existed. 
Despite the value of this study and the strengths of the 
methods and sample used, these results must also be 
interpreted in light of the study's limitations. 
Limitations the reader should consider include the study's 
generalizability, the representativeness of the sample, and 
the use of a forced-choice, dichotomous scale. 
The Generalizability of the Study 
Can the results of this study be extended beyond the 
managers in the particular organization studied? It appears 
likely that the results of this study could be generalized 
with the most confidence to other large, progressive 
organizations with substantial resources and highly 
professional human resource management programs. 
Because of the nature of the organization for which the 
managers in this study work, it is likely that this study 
was a conservative test of gender differences. First, this 
organization may be particularly progressive and, therefore, 
more likely to treat male and female managers as equals. 
Similarly, the organization appears to have a highly 
sophisticated human resources function, which enhances the 
probability of equal opportunity. 
In addition, if highly sophisticated selection 
techniques are used, it would be expected that male and 
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female managers would be highly similar when selected for 
similar positions. The male and female managers in this 
study had similar education, and very probably similar 
backgrounds and experience. 
If this study were replicated in a less sophisticated or 
more traditionally male organization, greater gender 
differences might be found. Clearly, before the results of 
this study are applied to different types of work 
organizations, additional research testing the limits of 
generalizability are required. 
Representativeness of the Sample 
A second issue that may limit interpretation of the 
results of the present study relate to the representative­
ness of the sample. Are the managers in this study 
representative of managers in general? More specifically, 
are the female managers in this study typical of female 
managers in general? 
With regard to the representativeness of managers in 
general, the managers in this study were from a wide variety 
of functional areas and locations. However, because these 
managers were selected from a leading Fortune 500 company, 
they are likely to be particularly well qualified, and may 
also differ in other respects from managers in the 
population. 
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With regard to female managers, it is uncertain how 
representative the female managers in this study are of 
female managers in general. In this corporation, 
approximately 10% of the managers were female. It is 
possible that these women may be exceptionally well-
qualified, educated, or experienced to have been selected by 
this company. It is also possible that because of the 
progressive practices of the organization, they have had 
access to relationships, experiences and management 
practices that women managers in the population have not. 
Finally, these female managers may have felt compelled to 
adapt to the same managerial model or style as their male 
colleagues, in order to fit in. 
Measurement Issues 
In this study the data were collected using a 
questionnaire in which managers were asked to check off a 
limited number of relationships, experiences, and management 
practices that contributed to their development. Because 
the measure used in this research was self-report, an 
assumption being made is that managers themselves can 
accurately estimate the importance of various relationships, 
experiences and management practices to their own 
development. It is not known if data collected using a 
different method such as behavioral measures of performance 
or supervisor ratings would converge with self-report data.. 
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In future research, it may be valuable to test the 
reliability of these findings using behavioral measures of 
performance and/or supervisory ratings of performance. 
In addition, because the surveys completed by managers 
were reportedly seen only by human resource specialists for 
research purposes, it is assumed that managers felt free to 
give their honest responses. However, it is possible that 
managers' responses may reflect demand characteristics or 
socially desirable responses. Because these managers were 
well-educated and presumably relatively sophisticated with 
regard to management development, they may have indicated 
relationships, management practices and hindrances which 
they have been told or have read are important to 
development rather than those that they honestly believed 
contributed to trieir personal development. 
Second, the impact of forcing managers to limit their 
selection of relationships, experiences, management 
practices and hindrances is also uncertain. The form of the 
data may have challenged the appropriateness of using 
conventional statistical analyses and, therefore, the 
conclusions that were drawn. The data collected were, in 
essence, nominal scale data: "yes-the relationship, 
experience or management practice contributed to 
development" or "no-the relationship, experience or 
management practice did not contribute to development." It 
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is not clear how this form of measurement impacted the 
results of this study. 
The statistical literature suggests that factor analyses 
can be appropriately used with dichotomous data (McDonald, 
1978). Similarly, Reynolds (1984) points out that Pearson 
product-moment correlation coefficient formula can be used 
as a measure of association for dichotomous data. 
Recognizing that the correlation coefficient is sensitive to 
skewed distributions, those items for which the 
distributions were extremely skewed were not interpreted. 
However, because the type of measure used in this study may 
have limited statistical variability, it may be the case 
that the magnitude of the correlation coefficients may be 
smaller than they would have been if an interval scale had 
been used (Reynolds, 1984). It is recommended that further 
research in this area be done using a scale in which 
managers rate the degree of importance of various work 
experiences. 
Directions for Future Research 
One of the most valuable aspects of this study is the 
variety of new research questions it presents. First, as 
was suggested in the literature review, there is a 
tremendous lack of empirical research on management develop­
ment in general. Empirical investigation is typically a 
secondary consideration with management development 
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programs. However, it is recommended that scientific 
methods of study be used to empirically examine management 
development programs and their effectiveness whenever 
possible. In addition, it is hoped that in reporting 
studies of management development, both the content and 
method of management development be specified in detail as 
well as the nature of the criterion measures used. 
Although this research supports the value of on-the-job 
management development approaches, future studies should 
compare the differences between traditional and on-the-job 
management development in terms of effectiveness, time, and 
expense. In addition, research addressing how on-the-job 
and traditional management development can best complement 
each other would be extremely useful to practitioners. For 
example, what is the optimal timing and sequencing of job 
experiences and formal classroom learning? 
This research has more specifically delineated the types 
of relationships, experiences and management practices that 
are most likely to contribute to development. However, it 
has not explained why they are important. Both theoretical 
and empirical study of aspects of on-the-job experiences 
that determine their value for development may be extremely 
fruitful areas for investigation. Although potentially 
important aspects of on-the-job experiences were discussed, 
these ideas need to be empirically tested in order to enrich 
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managers' jobs with experiences that may facilitate their 
development. 
With regard to gender differences, it is recommended 
that additional research be conducted testing the 
generalizability of the results of this study. Are the 
general lack of gender differences reported in this study 
representative of other types of organizations as well? 
Second, as discussed in earlier sections, research should 
also examine potential gender differences in the degree of 
access women managers have to the relationships, experiences 
and management practices likely to contribute to their 
development. 
Personal Reactions 
Management Development 
Throughout the process of this research I have become 
increasingly aware of how little we understand the process 
of management development. The process through which 
managers grow and develop, both on and off the job, has not 
been conceptualized in ways that facilitate theoretical 
understanding, systematic empirical research, or practical 
application. 
I believe that part of this inadequacy stems from the 
scientist-practitioner split that is so problematic for many 
industrial/organizational psychologists. Management 
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development is a dynamic process. The practitioner 
literature reflects this excitement, but is based primarily 
on personal philosophy and observation rather than on 
empirical evidence. Conversely, the academic literature is, 
as Campbell in 1971 wrote, "dull." We are limited even in 
our language for describing management development. 
It is my opinion that our understanding of management 
development and the usefulness of our research could be 
greatly enhanced by greater interaction between management 
development practitioners and researchers. In addition, 
exploration of research designs that have been used to study 
dynamic process phenomena by other academic disciplines such 
as those found in adult education and counseling may be 
useful to psychologists. 
Second, my personal experience with formal management 
development as well as my knowledge of the literature 
suggest to me that it is imperative that organizations 
develop an integrated approach to development. In 
initiating development plans it is important to consider how 
formal education, on-the-job experiences, relationships and 
management practices can all facilitate development. We 
must guard against thinking of management development in 
unidimensional terms. 
Figure 6 depicts the management development model being 
used at Honeywell to facilitate the implementation of a 
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Figure 6. Honeywell management development model 
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coherent management development process throughout the 
organization. This three-dimensional model includes 
managerial level, career stage and approach to management 
development as critical dimensions. In addition, Honeywell 
has developed a comprehensive statement of their management 
d e v e l o p m e n t  p h i l o s o p h y  t h a t  d e l i n e a t e s  t h e  r o l e s  o f  
individuals, supervisors as well as the organization 
overall. Research on the effectiveness and utility of this 
type of systematic approach to management development may be 
crucial to maximizing organizational productivity and, 
ultimately, national economic efficiency. Strategic 
planning must encompass not only capital resources but human 
resources. 
Management Development and Women Managers 
Women have made tremendous progress in the world of work 
in a relatively brief period of history. Unfortunately, it 
is often easier to focus on the remaining distance than on 
the ground already covered. Despite the historic 
differences in education and experience, female managers 
have become valuable members of the managerial ranks. The 
final "glass ceiling" may exist primarily in the form of 
gender differences that are perceived to exist but are, in 
reality, undetectable. I believe that this invisible 
barrier may in fact be strengthened by focusing attention on 
gender differences rather than gender similarities. 
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Personal responsibility for several "for women only" 
conferences has taught me that some women, in early career 
stages, do benefit from the support, enhanced awareness of 
choices, and acceptance that they obtain in a group of 
similar women. I have also learned that women themselves 
can create a self-imposed barrier to success by viewing 
their male colleagues as "the enemy" rather than their 
teammates. It is clear to me that special treatment can 
have both positive and negative effects, but it is unclear 
when, or for whom. 
It is my personal reaction that in general, special 
management development programs for women are unnecessary 
and perhaps harmful. "Fill-in-the-blank for Women" courses 
likely exacerbate the perception of major gender differences 
that empirical literature consistently fail to support. 
Overall, the need for special, separate management 
development for women managers has been greatly exaggerated. 
In my opinion, it would be much more beneficial for the 
development of female as well as male managers to devote 
research energy to the understanding of management 
development in general rather than gender. 
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APPENDIX A: QUESTIONNAIRE 
PLEASE NOTE: 
Copyrighted materials In this document 
have not been filmed at the request of 
the author. They are available for 
consultation, however, in the author's 
university library. 
These consist of pages: 
P. 330-337 
University 
Microfilms 
International 
300 N. ZEEB RO., ANN ARBOR, Ml 48106 (313) 761-4700 
Table 34. Frequency and percentage of subjects on 
demographic variables 
Variable Total Sample Selected Sample 
N 3533 654 
Ethnic Groups 
Black 72 (2.1%) 21 (3.2%) 
White 3311 (94.8%) 611 (94.0%) 
Spanish Surname 34 (1.0%) 8 (1.2%) 
Asian American 36 (1.0%) 3 (0.5%) 
Native American 29 (0.8%) 6 (0.9%) 
Other 11 (0.3%) 1 (0.2%) 
missing 40 4 (-) 
Age 
Under 25 2 (0.1%) 1 (0.2%) 
25-29 90 (2.6%) 41 (6.3%) 
30-34 310 (8.8%) 79 (12.1%) 
35-39 559 (15.8%) 130 (19.9%) 
40-44 773 (21.9%) 150 (23.0%) 
45-49 736 (20.9%) 102 (15.6%) 
50-54 557 (15.8%) 86 (13.2%) 
55 or over 500 (14.2%) 63 (9.7%) 
missing 6 — — 2 (-) 
Years employed with Honeywell 
Less than 1 year 52 (1.5%) 9 (1.4%) 
1-2 years 97 (2.8%) 20 (3.1%) 
3-5 years 362 (10.3%) 89 (13.6%) 
6-10 years 511 (14.5%) 136 (20.8%) 
11-15 years 570 (16.2%) 113 (17.3%) 
16-20 years 752 (21.3%) 137 (20.9%) 
21-25 years 561 (15.9%) 85 (13.0%) 
over 25 years 621 (17.6%) 65 (9.9%) 
missing 7 (-) 0 (-) 
340 
Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
322 3211 332 
15 (4.7%) 57 (1.8%) 6 (1.8%) 
203 (91.6%) 3018 (95.1%) 318 (96.4%) 
6 (1.9%) 28 (0.9%) 2 (0.6%) 
2 (0.6%) 34 (1.1%) 1 (0.3%) 
3 (0.9%) 26 (0.8%) 3 (0.9%) 
1 (0.3%) 10 (0.3%) 0 (-) 
2 (-) 38 (-) 2 (-) 
1 (0.3%) 1 (0%) 0 (0%) 
33 (10.3%) 57 (1.8%) 8 2.4%) 
57 (17.8%) 253 (7.9%) 22 (6.6%) 
77 (24.1%) 482 (15.0%) 53 (16.0%) 
81 (25.3%) 692 (21.6%) 69 (20.8%) 
28 (8.8%) 708 (22.1%) 74 (22.3%) 
17 (5.3%) 540 (16.8%) 69 (20.8%) 
26 (8.1%) 474 (14.8%) 37 (11.1%) 
2 (-) 4 (-) 0 (-) 
4 (1.2%) 48 (1.5%) 5 1.5%) 
10 (3.1%) 87 (2.7%) 10 (3.0%) 
61 (18.9%) 301 (9.4%) 28 (8.4%) 
89 (27.6%) 422 (13.2%) 47 (14.2%) 
59 (18.3%) 511 (15.9%) 54 (16.3%) 
57 (17.7%) 695 (21.7%) 80 (24.1%) 
26 (8.1%) 535 (16.7%) 59 (17.8%) 
16 (5.0%) 605 (18.9%) 49 (14.8%) 
(-) 7 (-) 0 (-) 
Table 34. Continued 
Variable Total Sample Selected Sample 
Tenure in Management 
Less than 1 year 114 (3.2%) 32 (4.9%) 
1-2 years 258 (7.3%) 78 (11.9%) 
3-5 years 802 (22.7%) 199 (30.4%) 
6-10 years 798 (22.6%) 151 (23.1%) 
11-15 years 617 (17.5%) 92 (14.1%) 
16-20 years 454 (12.9%) 47 (7.2%) 
21-25 years 288 (8.2%) 37 (5.7%) 
more than 25 years 202 (5.7%) 18 (2.8%) 
missing (-) 0 (-) 
Management Level 
Supervisor 1564 (44.3%) 348 (53.2%) 
Middle Manager 1495 (42.3%) 241 (36.9%) 
Director 292 (8.3%) 43 (6.6%) 
Executive 182 (5.2%) 22 (3.4%) 
Years at current ma nagerial level 
Less than 1 year 405 (11.5%) 86 (13.2%) 
1-2 years 701 (19.9%) 143 (22.0%) 
3-5 years 1313 (37.2%) 251 (38.6%) 
6-10 years 609 (17.3%) 110 (16.9%) 
11-15 years 290 (8.2%) 41 (6.3%) 
16-20 years 119 (3.4%) 16 (2.5%) 
21-25 years 65 (1.8%) 4 (0.6%) 
over 25 years 27 (0.8%) 0 (0.0%) 
missing 4 (-) 3 (-)• 
Number of iobs within curent managerial level 
1 1628 (46.2%) 337 (51.8%) 
2 848 (24.1%) 144 (22.1%) 
3 557 (15.8%) 103 (15.8%) 
4 219 (6.2%) 35 (5.4%) 
5 132 (3.7%) 16 (2.5%) 
6 56 (1.6%) 7 (1.1%) 
7 33 (0.9%) 2 (0.3%) 
8 18 (0.5%) 2 (0.3%) 
9 or more 31 (0.9%) 5 (0.8%) 
missing 11. (-) 3 (-) 
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Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
22 (6.8%) 92 (2.9%) 10 (3.0%) 
55 (17.1%) 203 (6.3%) 23 (6.9%) 
125 (38.8%) 677 (21.1%) 74 (22.3%) 
78 (24.2%) 720 (22.4%) 73 (22.0%) 
33 (10.2%) 584 (18.2%) 59 (17.8%) 
5 (1.6%) 449 (14.0%) 42 (12.7%) 
3 (0.9%) 285 (8.9%) 34 (10.2%) 
1 (0.3%) 201 (6.3%) 17 (5.1%) 
(-) (-) 0 (-) 
209 (64.9%) 1355 (42.2%) 139 (41.9%) 
98 (30.4%) 1397 (43.5%) 143 (43.1%) 
13 (4.0%) 279 (8.7%) 30 (9.0%) 
2 (0.6%) 180 (5.6%) 20 (6.0%) 
53 (16.5%) 352 (11.0%) 33 (10.0%) 
81 (25.2%) 620 (19.3%) 62 (18.8%) 
128 (39.8%) 1185 (37.0%) 123 (37.4%) 
44 (13.7%) 565 (17.6%) 66 (20.1%) 
14 (4.3%) 276 (8.6%) 27 (8.2%) 
2 (0.6%) 117 (3.6%) 14 (4.3%) 
- (-) 65 (2.0%) 4 (1.2%) 
- (-) 27 (0.8%) 0 (0) 
(-) 4 (-) 3 (-) 
196 (61.4%) 1432 (44.7%) 141 (42.5%) 
69 (21.6%) 779 . (24.3%) 75 (22.6%) 
35 (11.0%) 522 (16.3%) 68 (20.5%) 
9 (2.8%) 210 (6.6%) 26 (7.8%) 
7 (2.2%) 125 (3.9%) 9 (2.7%) 
1 (0.3%) 55 (1.7%) 6 (1.8%) 
1 (0.3%) 32 (1.0%) 1 (0.3%) 
0 (-) 18 (0.6%) 2 (0.6%) 
1 (0.3%) 30 (0.9%) 4 (1.2%) 
3 (-) 8 (-) 0 (-) 
Table 34. Continued 
Variable Total Sample Selected Sample 
Years at current lobs 
Less than 1 year 827 (23.4%) 150 (23.0%) 
1-2 years 1012 (28.7%) 191 (29.2%) 
3-5 years 1056 (29.9%) 201 (30.8%) 
6-10 years 373 (10.6%) 71 (10.9%) 
11-15 years 163 (4.6%) 31 (4.7%) 
16-20 years 57 (1.6%) 6 (0.9%) 
21-25 years 25 (0.7%) 2 (0.3%) 
over 25 years 14 (0.4%) 1 (0.2%) 
missing 6 (-) 1 (-) 
Current Function 
Production 750 (21.3%) 130 (20.0%) 
Administration 373 (10.6%) 112 (17.2%) 
Engineering 
Scientific 737 (21.0%) 91 (14.0%) 
Employee Relations 143 (4.1%) 49 (7.5%) 
Field Engineering 
Service 241 (6.9%) 30 (4.6%) 
Sales 119 (3.4%) 22 (3.4%) 
Data Management 118 (3.4%) 28 (4.3%) 
Marketing 419 (11.9%) 67 (10.3%) 
Finance 240 (6.8%) 59 (9.1%) 
Other 376 (10.7%) 63 (9.7%) 
missing 17 (-) 3 (-) 
Number of Subordinates 
0 393 (11.2%) 64 (9.8%) 
1 172 (4.9%) 28 (4.3%) 
2-3 449 (12.8%) 88 (13.5%) 
4-5 545 (15.5%) 104 (15.9%) 
6-10 1010 (28.7%) 178 (27.3%) 
11-15 435 (12.4%) 80 (12.3%) 
16-20 185 (5.3%) 38 (5.8%) 
21-30 162 (4.6%) 47 (7.2%) 
more than 30 168 (4.8%) 26 (4.0%) 
missing 14 (-) 1 (-) 
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Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
88 (27.3%) 739 (23.1%) 62 (18.7%) 
82 (25.5%) 930 (29.0%) 109 (32.9%) 
100 (31.1%) 956 (29.8%) 101 (30.5%) 
36 (11.2%) 337 (10.5%) 35 (10.6%) 
11 (3.4%) 152 (4.7%) 20 (6.0%) 
4 (1.2%) 53 (1.7%) 2 (0.6%) 
0 (-) 25 (0.8%) 2 (0.6%) 
1 (0.3%) 13 (0.4%) 0 (-) 
0 (-) 6 (-) 1 (-) 
61 (19.0%) 
87 (27.1%) 
23 (7.2%) 
35 (10.9%) 
3 (0.9%) 
10 (3.1%) 
15 (4.7%) 
20 (6.2%) 
33 (10.3%) 
34 (10.6%) 
1  ( - )  
689 (21. 6%) 
286 (9. 0%) 
714 (22. 3%) 
108 (3. 4%) 
238 (7. 4%) 
109 (3. 4%) 
103 (3. 2%) 
399 (12. 5%) 
207 (6. 5%) 
342 (10. 7%) 
16 (-) 
69 (20. 9%) 
25 (7. 6%) 
68 (20. 6%) 
14 (4: 2%) 
27 (8. 2%) 
12 (3. 6%) 
13 (3. 9%) 
47 (14. 2%) 
26 (7. 9%) 
29 (8. 8%) 
2 (-) 
23 (7.2%) 
18 (5.6%) 
33 (10.3%) 
53 (16.5%) 
76 (23.7%) 
43 (13.4%) 
23 (7.2%) 
34 (10.6%) 
18 (5.6%) 
1  ( - )  
370 (11.6%) 
154 (4.8%) 
416 (13.0%) 
492 (15.4%) 
934 (29.2%) 
392 (12.3%) 
162 (5.1%) 
128 (4.0%) 
150 (4.7%) 
13 (-) 
41 (12.3%) 
10 (3.0%) 
55 (16.6%) 
51 (15.4%) 
102 (30.7%) 
37 (11.1%) 
15 (4.5%) 
13 (3.9%) 
8 (2.4%) 
0 (-) 
Table 34. Continued 
Variable Total Sample Selected Sample 
Number of Honeywell Management Development courses taken 
0 376 (10.7%) 80 (12.4%) 
1 312 (8.9%) 62 (9.6%) 
2-3 902 (25.8%) 188 (29.1%) 
4—6 924 (26.4%) 158 (24.5%) 
7-10 606 (17.3%) 97 (15.0%) 
11-15 186 (5.3%) 34 (5.3%) 
more than 15 193 (5.5%) 26 (4.0%) 
missing 34 (-) 9 (-) 
Number of outside management courses 
0 1078 (30.6%) 193 (29.6%) 
1 427 (12.1%) 85 (13.1%) 
2-3 1048 (29.8%) 205 (31.5%) 
4—6 587 (16.7%) 96 (14.7%) 
7-10 232 (6.6%) 45 (6.9%) 
11-15 64 (1.8%) 11 (1.7%) 
more than 15 83 (2.4%) 16 (2.5%) 
missing 14 (-) 3 (-) 
Level of management coursework as part of a degree 
none 2174 (62.3%) 406 (62.8%) 
sufficient for 
minor in mngmt. 520 (14.9%) 100 (15.5%) 
sufficient for a 
second major in 
management 78 (2.2%) 8 (1.2%) 
undergraduate degree 
in management 234 (6.7%) 39 (6.0%) 
degree in manage­
ment plus another 
degree 53 (1.5%) 6 (0.9%) 
MBA or equivalent 429 (12.3%) 84 (13.0%) 
Doctorate in 
management 4 (0.1%) 3 (0.5%) 
missing 41 (-) 8 (-) 
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Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
44 (13.9%) 332 (10.4%) 36 (11.0%) 
35 (11.0%) 277 (8.7%) 27 (8.2%) 
108 (34.1%) 794 (25.0%) 80 (24.4%) 
73 (23.0%) 851 (26.7%) 85 (25.9%) 
38 (12.0%) 568 (17.9%) 59 (18.0%) 
13 (4.1%) 173 (5.4%) 21 (6.4%) 
6 (1.9%) 187 (5.9%) 20 (6.1%) 
5 (-) 29 (-) 4 (-) 
107 (33.4%) 971 (30.4%) 86 (26.0%) 
46 (14.4%) 381 (11.9%) 39 (11.8%) 
93 (29.1%) 955 (29.9%) 112 (33.8%) 
42 (13.1%) 545 (17.0%) 54 (16.3%) 
22 (6.9%) 210 (6.6%) 23 (6.9%) 
4 (1.3%) 60 (1.9%) 7 (2.1%) 
6 (1.9%) 77 (2.4%) 10 (3.0%) 
2 (-) 12 (-) 1 (-) 
216 (68.4%) 1958 (61.6%) 190 (57.6%) 
45 (14.2%) 475 (15.0%) 55 (16.7%) 
5 (1.6%) 73 (2.3%) • 3 (0.9%) 
12 (3.8%) 222 (7.0%) 27 (8.2%) 
0 (-) 53 (1.7%) 6 (1.8%) 
35 (11.1%) 394 (12.4%) 49 (14.8%) 
3 (0.9%) 1 (0.0%) 0 (0) 
6 (-) 35 (-) 2 (-) 
Table 34. Continued 
Variable Total Sample Selected Sample 
Highest non-management degree held 
none 115 (3.3%) 25 (3.9%) 
High School 800 (22.8%) 207 (32.0%) 
Associate 377 (10.7%) 61 (9.4%) 
Undergraduate 1720 (49.0%) 292 (45.1%) 
Masters (other 
than MBA) 377 (10.7%) 51 (7.9%) 
Doctorate (not in 
management) 121 (3.4%) 11 (1.7%) 
missing 23 (-) 7 (-) 
Acceptance/reiection of promotion 
accept to work at 
higher management 
level 2170 (62.9%) 410 (64.2%) 
accept only if 
compensation is 
substantial 637 (18.5%) 105 (16.4%) 
refuse to continue 
at current level 423 (12.3%) 84 (13.1%) 
refuse to avoid 
pressures 220 (6.4%) 40 (6.3%) 
missing 83 (-) 15 (-) 
Self appraisal of level of performance 
well beyond what the 
job calls for 1082 (30.7%) 188 (28.8%) 
at or above level of 
current job 2094 (59.4%) 405 (62.0%) 
approaching level of 
current job 311 (8.8%) 54 (8.3%) 
below the level of 
current job 39 (1.1%) • 6 (0.9%) 
considerably below 
level of current 
job 2 (0.1%) 0 (0.0%) 
missing 5 (-) 1 (-) 
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Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
13 (4.1%) 
131 (40.9%) 
28 (8.8%) 
118 (36.9%) 
24 (7.5%) 
6 (1.9%) 
2 (-) 
102 (3.2%) 
669 (21.0%) 
349 (10.9%) 
1602 (50.2%) 
353 (11.1%) 
115 (3.6%) 
21 (-) 
12 (3.7%) 
76 (23.2%) 
33 (10.1%) 
174 (53.2%) 
27 (8.3%) 
5 (1.5%) 
5 (-) 
189 (60.4%) 
46 (14.7%) 
54 (17.3%) 
24 (7.7%) 
9 (-) 
1981 (63.1%) 
591 (18.8%)' 
369 (11.8%) 
196 (6.2%) 
74 (-) 
221 (67.8%) 
59 (18.1%) 
30 (9.2%) 
16 (4.9%) 
6 (-) 
89 (27.7%) 
205 (63.9%) 
25 (7.8%) 
2 (0.6%) 
0 (-) 
1  ( - )  
993 (31.0%) 
1889 (58.9%) 
286 (8.9%) 
37 (1.2%) 
2 (0.1%) 
4 (-) 
99 (29.8%) 
200 (60.2%) 
29 (8.7%) 
4 (1.2%) 
0  ( 0 )  
(-) 
Table 34. Continued 
Variable Total Sample Selected Sample 
Perception of others approval of performance 
well beyond what job 
calls for 835 (23.7%) 153 (23.6%) 
at or above level of 
current job 2296 (65.3%) 423 (65.3%) 
approaching level of 
current job 347 (9.9%) 64 (9.9%) 
below the level of 
current job 37 (1.1%) 8 (1.2%) 
considerably below 
level of current job 2 (0.1%) 0 (0.0%) 
missing 16 (-) 6 (-) 
Self appraisal of current job staqe 
entry 55 (1.6%) 11 (1.7%) 
skill 306 (8.7%) 64 (9.8%) 
performance: 
completing skills 520 (14.7%) 91 (14.0%) 
performance: 
polishing skills 1520 (43.1%) 291 (44.6%) 
mastery 1126 (31.9%) 195 (29.9%) 
missing 6 (-) 2 (-) 
Perception of others appraisal of current iob stage 
entry 52 (1.5%) 9 (1.4%) 
skills 300 (8.5%) 66 (10.2%) 
performance: • 
completing skills 726 (20.7%) 128 (19.8%) 
performance; 
polishing skills 1545 (44.0%) 281 (43.4%) 
mastery 891 (25.4%) 163 (25.2%) 
missing 19 (-) 7 (-) 
350 
Total Sample Total Sample Selected Sample 
Female Managers Male Managers Male Managers 
71 (22.2%) 764 (23.9%) 82 (25.0%) 
216 (67.5%) 2080 (65.1%) 207 (63.1%) 
31 (9.7%) 316 (9.9%) 33 (10.1%) 
2 (0.6%) 35 (1.1%) 6 (1.8%) 
0 (-) 2 (0.1%). 0 (0%) 
2 (-) 14 (-) 4 (-) 
7 (2,2%) 48 (1.5%) 4 (1.2%) 
36 (11.3%) 270 (8.4%) 28 (8.4%) 
36 (11.3%) 484 (15.1%) 55 (16.6%) 
156 (48.8%) 1364 (42.5%) 135 (40.7%) 
85 (26.6%) 1041 (32.5%) 110 (33.1%) 
2 (-) 4 (-) 
6 (1.9%) 46 (1.4%) 3 (0.9%) 
36 (11.3%) 264 (8.3%) 30 (9.1%) 
56 (17.6%) 670 (21.0%) 72 (21.9%) 
146 (45.9%) 1399 (43.8%) 135 (41.0%) 
74 (23.3%) 817 (25.6%) 89 (27.1%) 
4 (-) 15 (-) 3 (-) 
